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ABSTRACT 


The principle objective of organizations in instituting train- 
ing programs at the supervisory level is to improve organization 
performance by changing the attitudes and behaviors of the super- 
visors, The studies reviewed in this dissertation suggest that the 
extent to which the organization will attain these objectives will 


+ « 


depend on a number of factors other than the design and content of 
the training program, A number of these factors were identified in 
the studies that evaluated the effectiveness of training programs. 

It was, for example, observed that training objectives can be more 
readily attained if the participants in the programs had a sense of 
security in their jobs, were satisfied with the progress they had 
made in the organization and were happy with the amount of authority 
and responsibility which their jobs afforded them. In addition to 
these more personal factors, other factors of a situational nature were 
shown to be determinants of the extent to which training programs 

met their objectives. For example, the organizational climate, as 
manifested by the policies and philosophies of top management, were 
shown to he related to the success of training programs. This is not 
surprising, as it is the attitudes and support of senior management 


+ 


that will, in part at least, determine whether behavior, skills and 


3 


ntitudes acduired during training persist after the trainees have 
left the training environment and are utilized in the actual perfor- 


mance of the job, 
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CHAPTER I 
THE PROBLEM AND ITS SIGNIFICANCE 


According to Buchanan! 


a serious problem facing any organization 
which undertakes a program for developing supervisors or managers is 
that of determining the effectiveness of the program. He feels that 
the purpose of evaluating a program is two-fold; first, it increases 
the likelihood that the training will contribute to improving the eff- 
ectiveness of the organization; second, it facilitates the assessment 
of the differential effects of various phases of the program. Further- 
more, Beckhard@ observes that there is a lack of continuity and inter- 
relationship between human relations training efforts based in train- 
ing laboratories or business schools and the subsequent training act- 
ivity and action planning within an organization. Greenlaw> concurs 
with Beckhard and feels that the apparent inability of training to eff- 
ect changes in the organization may be due to the fact that the changed 
behavior is not supported by top management. Comments such as these 
suggest that there is a need for the discovery of techniques for dem- 
onstrating the effectiveness of training programs. 

1. Paul C. Buchanan "A System for Evaluating Supervisory Develop- 

ment Programs,'' Personnel Journal, 31 (January, 1955), P. 335. 

2. Richard Beckhard,"Organization Development: Strategies and 

Models! Reading, Massachusetts, Addison Wesley Publ. Co., 1969, 


a e# e 


3. Pavl S. Greenlaw, "Management Development, A Systems View", 
Personnel Journal, 43 (April, 1964), P. 210. 
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PURPOSE OF STUDY 


The purpose of this paper is to analyze the effectiveness of 
Supervisory training programs by examining both short and longer range 
goals of the programs; determining the relative utility of various tech- 
niques for meeting the objectives of the program; and providing an over- 
all evaluation of the current situation and suggesting approaches for 


the future. 


Overview of the Chapters 
Chapter I: In this chapter the reader is informed of the purposes of 
the study; and is given an overview of the topics covered by the suce- 


eeding chapters. 


Chapter II: The purpose of this chapter is to consider the role of ob- 
jectives in supervisory training. It summarizes the theoretical con- 
siderations that enter into the determination, formulation and speci- 
fication of training objectives. In addition it examines the training 


objectives of studies discussed in this paper. 


Chapter III: The purpose of this chapter is to analyze the effective- 
ness of training programs in attaining short range goals and examines 
the following issues: Are there immediately identifiable changes in 
the participants' attitude, skills, opinions, knowledge and leadership 


behavior which are directly attributable to exposure to and participation 
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in a training program? 


Chapter IV: The purpose of this chapter is to analyze the effective- 
ness of training programs in attaining longer range goals and examines 
the following issues: Do the changes in knowledge, skills, attitudes, 
and behavior of individual participants, that result from the training, 
influence the manner in which they approach their job? What changes can 
be identified in the performance of part or all of the organization which 
can be related to the changed job behavior of organization members who 


had participated in a training program? 


Chapter V: The purpose of this chapter is to analyze the relative util- 
ity of various techniques for meeting the objectives of training pro- 
grams and examines the following issues: Is the lecture method or con- 
ference approach the more effective training technique for changing be- 
havior, knowledge, skill level, or achievement level both in the short 
run and over longer periods? What are both advantages and disadvantages 
of the lecture method and the conference method (case studies, and role- 


playing) as techniques for changing behavior? 


Chapter VI: The purpose of this chapter is to provide an overall evalu- 
ation of the current situation and a suggested approach for future re- 
search and examine several key issues and related problems which include 
the following: Will Supervisory Training using lectures and final exam- 
inations instead of the permissive conference method decrease absences 


and increase ccurse completion; change perceptions and expectations of 
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the role of Management; develop problem-solving ability, and develop 
personal responsibility for self-development? Are training programs 
which provide for upper levels of management to be exposed to train- 
ing before lower level supervisors sufficient to reconstitute leader- 
ship climate in an organization and bring about significant change in 
the supervisor's satisfaction? What pretraining characteristics of 
individual participants are significantly correlated with the change 
resulting from the training program? What are the personal character- 
istics and situational factors which might predict individual response 


to supervisory training programs? 


Chapter VII: The purpose of this chapter is to link up the previous 


chapters to inform the reader of the major findings of the study. 


Scope and Limitations of Study 


There are two experimental designs particularly suitable for de- 
termining the effects of training. The first of these requires exper- 
imental and control groups, drawn from the same population either ran- 
domly or by matching. In this case the experimental group is given 
training and then both groups are then tested. A measure is thus obd- 
tained of the difference between groups, assuming that they were ident- 
ical before the training began. Although this design has certain ad- 
vantages, a review of the literature revealed that it has rarely been 
used for the evaluation of human relations training. The second de- 
sign involves the before-and-after test of the control group as well. 


This provides a measure of the differences between the groups at all 





stages of the experiment and is therefore more accurate than the other 
design. However, the difficulties inherent in giving both a pre- and 


post-test to both groups may detract from its utility. 


For the most part, this analysis is concerned with investigations 
that used controlled experimental studies with an experimental group 
and a control group with pre-and post-tests on both groups. To a less- 
er extent several eerie: included in this review used only measures 
taken after training but not before, with a control group. In addition, 
a few studies reviewed in this study were concerned with evaluation of 
only the experimental group, utilizing before and after measures of the 
group. Studies dealing with employee training and executive development 


have not been considered in this study. 


In order to be able to assess the value of training, it is clearly 
essential to decide at the outset what one is trying to achieve. In 
general terms, the purpose of human relations training is to enable the 
Supervisor to carry out his supervisory function more effectively. In- 
volved is a basic assumption that the sounder his relationships with sup- 
eriors, equals and subordinates, the better will be his performance of 


his duties. 


Training so oriented is concerned with restructuring the "attitude- 
knowledge-skill pattern” required for any job. What then are the atti- 
tudes, knowledge and skills learned in supervisory training? The writer's 


review of the literature suggests that these concepts have had the follow- 
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ing meaning for the proponents and organizers of training programs: 


Attitudes 
A survey of the reports on and evaluation of a number of training 

programs suggest that these training efforts were directed towards 
changing participants by developing in them a constructive, tolerant 
and co-operative attitude towards problems of human relationships; 

an attitude of awareness of cause-and-effect in human relationships 
and therefore a sense of responsibility for the quality of human rel- 
ationship in the organization; and an attitude of identification with 


the firm as a social and functional unit. 


Knowledge 
Generally knowledge in this context refers to leadership and group 


relations and not technical knowledge. 


Skills 

As in the case of knowledge purely technical skills are excluded, 
instead the training programs were concerned with trying to help the 
supervisor understand his situation in the organization and the forces 
at work in it, and, to a lesser extent, the specific techniques and 


courses of action open to him. 
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CHAPTER II 


TRAINING OBJECTIVES AND EVALUATION CRITERIA 


In considering the role of objectives in supervisory train- 
ing this chapter attempts to summarize theoretical considerations 
in determining, formulating and specifying supervisory training 
goals. Organizational objectives may be general or specific, they 
may concern the organization as a whole, a segment of it within a 
decentralized unit, or even a particular function such as produc- 
tion, sales or personnel.! For this reason every event in the life 
of the firm is perceived as being linked with the attainment of a 
series of objectives of varied and sometimes diverging nature. Sup- 
ervisory training is such an event. The author's concern with sup- 
ervisory training evaluations suggests that the training objectives 
should be stated as precisely as possible, with a view to quantifying 
results in terms of these goals and providing a sound basis for com- 
mon discussion and thinking. Furthermore, as the common aim of the 
training is constituted by the convergence of different objectives, 
the problem for each one of them is not a problem of aiming at maxi- 
mum success but at an optimum solution for all objectives. 

1. John F. Mee, “The Essential Nature of Objectives," from 


Management Philosophy for Professional Executives," Business 
Horizons, Indiana University, (December, 1956), PP. 5-7. 
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Under these conditions, it is evident that the evaluation cri- 


terion may be the training objective. 


The Nature of Training Objectives 


In general, objectives are, therefore, the goals toward which 
training and development efforts are to be directed. As such, they 
describe the proposed changes which will result in increased personal 
efficiency and growth and more effective organizational operation. 
These training objectives become the criteria by which (1) materials 
will be selected, (2) content is outlined, (3) instructional proced- 
ures are developed, and (4) evaluation standards are eve locedae In 
the final analysis training has an objective only to the extent that 
there is at least a minimum amount of agreement among management per- 
sonnel. 

For this reason the problem of preparing for training consists 
of showing top management that in the situation at hand these object- 
ives can be furthered by a specific kind of training activity which 
may make it possible to speak of a general objective whose value may 
vary according to individual interest. It is essential that this point 


be clarified if supervisory training is to succeed. 


Procedures for Determining Training Objectives 


Adequate information for determining training objectives may be 


2. Ralph W. Tyler, "Basic Principles of Curriculum and Instruc- 
tion," (Chicago, I1l.: The University of Chicago, 1950), P. 3. 
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obtained from several sources and involves: consulting line managers, 
and employees; observing employees and their work; and studying pro- 
duction and other management data.? However, Buchanan and Brunstet- 
ter* have stressed that in many cases goals have been established on 
the basis of theory without the analysis of the specific organization 
needs. McGehee and Tieyere have suggested that training in organiza- 
tions is not an end but a means to an end and exists only to help 
achieve organizational goals and objectives. 

Therefore to determine training objectives it must be ascertain- 
ec if performance is substandard and training needed. Second, an 
assessment must be made as to whether supervisors are capable of being 
trained in the specific areas which could require such training. Third, 
it must be decided whether current supervisors with substandard perfor- 
mance can improve their work with appropriate training or should be 
transferred to other positions. Several writers concerned with this 
question have emphasized that training efforts must start at the top 
of the organization and that changes in supervisors must be compatible 

3. U.S. Civil Service Commission, "Assessing and Reporting Train- 

ing Needs and Progress", (Personnel Methods Series No. 3; Wash- 

ington, D.C." U.S. Government Printing Office, 1961), PP. 7-9. 

4. P.C. Buchanan and P.H. Brunstetter, ''A Research Approach to 

Management Improvement", The American Society of Training Dir- 

ectors, 13, 1 (January, 1959), PP. 9-18. 


5. William McGehee and Paul W. Thayer, "Training in Business and | 
Industry", (New York: John Wiley and Sons, Inc., 1961), PP. 24-26. 
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with and supported by the supervisor's superior.° Also factors such 
as availability of training staff, physical facilities, budget for 
training aids and materials have an impact on program plans and the 
feasibility of objectives./ 

For this reason careful interpretation by the training director 
may be needed to arrive at feasible and appropriate objectives which 
take into account the preceding variables. In addition the partici- 
pant's needs for change may change as training progresses. Therefore 
it may not be adequate to base a training program only on needs per- 
ceived prior to training;°® instead objectives may need to be revised 


as training progresses. 


Specification of Odjectives 


According to Dunnette and Kirchner” specification of organiza- 
tional goals and the correlated task requirements is crucial to the 


determination of the content of training. While specifying the desired 


6. Robert J. House and Henry Tosi, "An Experimental Evaluation of 


a Management Training Program,'' Journal of the Academy of Manage- 
ment, 6 (1963), PP. 303-315. 


7. Frank A. DePhillips, W.M. Berliner, and James J. Cribbin, 
"Management of Training Programs,'' (Homewood, I11.: Richard D. 
Irwin, Inc., 1960), P.99, PP.281-283. 


8. Adult Education Association, "Training in Human Relations," 
(Leadership Pamphlet No. 163 Washington, D.C., A.E.A. of the U.S. 
A., 1959), PP. 27-33., In E.A. Prieve and D.A. Wentorf, ‘Training 
Objectives Philosophy or Practice," Personnel Journal, 49, 3 
(Marchet9/0), 2.207. 


9. M.V. Dunnette and W.K. Kirchner, Psychology Applied to Indus- 
try (New York: Appleton-Century~-Crofts, 1965), P. 59. 
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terminal behavior is not too difficult when cealing with readily ob- 
servable behavior, the formulation of a training objective becomes 
more difficult if the desired behavior involves unobservable thought 
processes. To measure attainment with cognitive objectives, assump- 
tions must be made from observable behavior. 19 The goal in this case 
is the modification of the supervisor's behavior, supervisors being 
defined as those persons who have direct control over production. 
Program objectives for the purposes of this study will be cate- 
gorized into three broad types which will include the following: (a) 
those that define the intentions, expectations, and procedures used 
to bring about the desired change; (b) those that state the topics, 
coneepts, or other elements of content to be dealt with which in turn 
will effect the desired change; and (c) those that are stated in terms 
ef expected knowledge, attitudinal, skill, or job behavior change. 
The specific objectives of the third category generally conform 
to one or several of the following areas: 
(1) knowledge -- describing the responses the participants should 
make in reply to request for information taught in the program; 
(2) attitudes -- the resulting beliefs, convictions and emotional 
responses which are expected of the participants; 
(3) skills -- actual behavior the participants can exhibit under 
learning conditions; 


10. J.F. Foster, "Classification of Cognitive Educational Ob- 
jectives,'' Training Directors Journal, 19, 7 (July, 1965), PP, 38-39. 
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(4) job performance -- desired responses to actual job situations 
and problems; and 
(5) operational results -- desired changes in productivity. 
In the examples that potas there may in some instance be an 
overlap in categories particularly in several cases where evaluation 


studies reviewed did not have clearly defined or implied goals. 


Objectives that define the intentions, expectations, and pro- 
cedures used to bring about the desired change: Several examples of 
programs which fall into this category includes studies conducted by 
Katzell, House, and Bochanantas The objective of Katzel1's/@ study 
was to develop in experienced supervisors a comprehension of sound 
principles of human nature and interpersonal relations which would 
lead to greater effectiveness in supervision of subordinates and in 
dealings with superiors and coordinates. According to House! one of 
the major problems confronting the training specialist is a lack of 
management enthusiasm for in-plant training programs. To cope with 

11. Raymond A. Katzell, ‘Testing a Training Program in Human Re- 

lations,'' Personnel Psychology, 1 (1948), PP. 319-329. Robert 


J. House, ‘An Experiment in the Use of Management Training Stan- 


dards," Academy of Management Journal, 5 (April, 1962), PP. 76-81, 
Paul C. Buchanan, "Evaluating the Results of Supervisory Training," 
Personnel, 33, 4, (January, 1957), PP. 362-370. 


a2 Katzell, Op. Cit., [ADs 320-321. 


13 -sHouse; Op.eCit., PP. 9/6-73. 
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this problem he evaluated a new training program consisting of more 
authoritative teaching, tighter attendance requirements, final exan- 
inations and more compact course scheduling. The objective of these 
changes was to present a challenge to the trainees, and thus to stim- 
ulate enthusiasm and increase motivation for training. 

Buchanan! on the other hand, evaluated a program whose stated 
objective was defined as follows: To provide participants an oppor- 
tunity to improve their performance as supervisors and to increase the 
satisfaction and challenge they get from such performance by (a) in- 
creasing their appreciation of the job of supervision; (b) increas- 
ing their understanding of the station, its mission, and its proced- 
ures; and (c) increasing their skills in handling problems encounter- 


ed on the job. 


Objectives that state the topics, concepts, or other elements of 


content to be dealt with which in turn will effect the desired change: 


A number of authors including Goodacre, Jarrell and Frigiola, Levine 


Ide Buchanan Op sacit., P.ssbs. 
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and Butler, DiVesta, Mahoney, Jerdee and Korman, and Lasagna’~ could 


be included in this category. Goodacre?® for example listed the fol- 
lowing topics in his evaluation which consisted of understanding human 
behavior, decision-making, employee selection, employee progress, and 
job evaluation. Jarrell and Frigiolal/ evaluated a program developed 

to promote two kinds of learning. The first kind concerned content 

and included subjects such as communications, managerial behavior, econ- 
omics of the firm, production planning and control, and administrative 
skills. The second kind of learning concerned process and was devoted 
to laboratory training. The initial emphasis was on group-building 


and establishing norms of trust, openness, and helpful feedback. Once 


15. Daniel M, Goodacre, "The Experimental Evaluation of Manage- 
ment Training: Principles and Practice,'' Personnel, 33, 6 (May, 
1957), PP. 534-538,,D. Jarrell and J. Frigiola, ‘'The Role of 
Training in Supervisory Development,’ Management of Personnel 
Quarterly, 9, 2 (Summer, 1970), PP. 11-14., J. Levine and J. 
Butler, ‘Lecture vs Group Decision in Changing Behavior,'' Journal 
of Applied Psychology, 36 (1952), PP. 29-33,, F.J. DiVesta, "In- 
structor-Centered and Student-Centered Approaches in Teaching a 
Human Relations Course," Journal of Applied Psychology, 38 (1954), 
PP. 329-335., T.A. Mahoney, T.H. Jerdee, and A. Korman, "An Exper- 
imental Evaluation of Management Development,'' Personnel Psychol- 
ogy, 13 (1960), PP. 81-98, J.B. Lasagna, ''Case Study in Supervis- 


ory Training," Training and Development Journal, 21, 1 (January, 
1967), pee) 29-27. 


16. Goodacre, Op. Cit., P. 537. 
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cohesiveness and the facility for process observation had developed, 
achievement motivation was introduced. The objective of the Levine 


and Butlerl8 


study was to help supervisors perceive that their’ task 
in rating each worker was to consider only how well he did his job 
and not how difficult the job was. In essence the aim of the study 
was to determine which was the more effective method of achieving 
this change in behavior of the rating supervisors,group discussion, 
or the formal lecture. 

Compared with the foregoing studies Mahoney, Jerdee and Korman!? 
evaluated a program which had several objectives. The first objec- 
tive was to develop knowledge and understanding of the principles of 
management concerning the planning, organizing and controlling func- 
tions of the manager's job. The second objective was to develop 
ability to apply a special analytical appreach to the solution of man- 
agerial problems. The last objective was to develop an increased app- 
reciation and sense of personal responsibility for self-development. 
The overall objective of this program was to seek improved performance 
of the organization through improved development and performance of 


20 
the individual managers. Similarly, the objective of Lasagna's 


study was to encourage more self-learning and development by encour- 


18..Levine and Butler, Op. Cit., P. 30. 
19, Mahoney, Jerdee and Korman, Op. Cit., P. 87. 


20. Lasagna, Op. Cit., P. 21. 
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aging the participants to participate in their own development and 
by “forcing them to make management decisions. The objective of 

a comprehensive study by House and Tosi-: was to precondition climate 
in a large organization by subjecting the top levels of management to 
training before training subordinate groups in order to have the top 
level groups actively support the training and reinforce it by their 


own example and operational practices. 


Objectives stated in terms of expected knowledge, attitudinal, 


skill, or job behavioral change: Examples of programs which fall 
into this category would include studies investigated by Harris and 


2 
Fleishman, Canter, Abbatfiello, Miner, : Spector, Sykes, Carroll and 


21. House and Tosi, Op. Cit., PP. 304-305. 


22. E.F. Harris and E.A. Fleishman, ''Human Relations Training 
and the Stability of Leadership Patterns,'' Journal of Applied 
Psychology, 39 (1955), PP. 20-25., R.R. Canter, “An Experimental 
Study of a Human Relations Training Program," Journal of Applied 
Psychology, 35 (February, 1951), PP. 38-45., A.A. Abbatiello, 

‘An Objective Evaluation of Attitude Change in Training," Train- 
ing and Development Journal, 21, 10 (October, 1967), PP. 23-34., 
J.B. Miner, 'The Effects of a Course in Psychology on the Atti- 
tudes of Research and Development Supervisors,'' Journal of App- 
lied Psychology, 44 (1960), PP. 224-231. 
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Nash, Bird, Stroud, and Sarsayee Harris and Fleishman? suggest 
that human relations training must be viewed as attempts to modify 
or “improve'' the behavior of superiors in dealing with their groups 


in their everyday working relationships. On the other hand the ob- 


20 


jectives of the program evaluated by Canter“~ were to develop and 


present to a group of supervisors a course of systematic generaliz- 
ations and principles covering a portion of the area of human rela- 
tions; and to attempt to evaluate the course by measuring certain 
dimensions of supervisory behavior which were thought to be amen- 


able to change through the influence of the course. In a somewhat 


23. A.J. Spector, "Changes in Human Relations Attitudes," Jour- 
nal of Applied Psychology, 42, 3 (1958), 154-157.,A.J.M. Sykes, 
"The Effects of a Supervisory Training Course in Changing Sup- 
ervisor's Perceptions and Expectations of the Role of Manage- 
ment,'' Human Relations, 15 (August, 1962), PP. 227-243., S.J. 
Carroll and A.N. Nash, ‘‘Some Personal and Situational Correl- 
ates of Reactions to Management Development Training," Academy 
of Management Journal, 13, 2 (June, 1970), PP. 187-195., M. 

Bird, "Changes in Work Behavior Following Supervisory Training,” 
The Journal of Management Studies, 6, 3 (Cctober, 1969), PP. 331- 


345., P.V. Stroud, "Evaluating a Human Relations Training Program,’ 


Personnel, 36, 6 (November-December, 1959), PP. 52-60.,B.J. Sper- 
off and A.K. Heydrick, 'Union-Management Reactions to Human Rel- 
ations Training,'' Personnel Journal, 34, 8 (January, 1956), PP. 
292-294. 


24. Harris and Fleishman, Op. Cit., P. 20. 


25, Canter, Op. Cit., P. 38. 
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26 
similar manner the objective of Abbatiello's study was to determine 
whether changes in attitude occurred as a result of participation in 


a training program designed for the development of supervisors. Min- 


prices 


study attempts to explain the sources of anxiety inherent in 
the supervisor's role. It was anticipated that a course in psychology 


dealing with various facets of supervision might serve to foster a 
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more favorable attitude toward supervisory work. Similarly Spector's28 


study stressed attitudinal, rather than cognitive changes in the train- 


ees as a function of new information acquired in lectures, insights 
gained by role-playing related to human relations problems, and in- 
tegration of ideas through group discussions. 

The objective of a program evaluated by Syicow was to change the 
supervisor's perceptions of the role of the senior management and 
their expectations of the role performance of senior managers. The 
second objective of the program was to bring about changes in the at- 
titudes and behavior of management that would bring them into conform- 
ity with the supervisor's expectations. Compared with several of the 


foregoing studies the objective of the study by Carroll and Nash?” was 





20m ADoaL ello Ope) Citene be ec4. 
27 eMiner, Op .eCit. 1 P.4224. 

28. Spector, Op. Cit., P. 154. 
ey eee Ops CiGiw bane 50s 


30. Carroll and Nash, Op. Cit., P. 189. 
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to identify differences in participant characteristics and situations 
to differences in reactions to management training. In essence the 
purpose of this study was to evaluate the effectiveness of the human 
relations aspects of management training as reflected in the behavior 
of supervisors in the job environment. A variation of the foregoing 
studies by Bird! had two objectives. The initial objective of this 
study was to discover if behavioral changes followed from supervisory 
training. The second objective was to try to define the nature of some 
of the factors which can influence the effectiveness of training. The 
objectives of Sheeaeah 25E study like several of the preceding discussed 
was designed to help the supervisor develop a better understanding of 
himself and how he relates to others, and to improve his ability to 
diagnose situations involving human behavior. Similarly Speroff and 


73 


Heydric investigated a program that had three objectives: 


(1) To provide a comprehensive knowledge of the essentials of under- 
standing people behavior, including the influence of attitude, 


motivation and individual differences. 


31. Bird, Op. Cit., P. 332. 


S2eeoCLOUG BUD .EGLt. yl tse lo. 


33. Speroff and Heydrick, Op. Cit.,P. 292. 
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(2) To provide a practical acquaintance with the skills and methods 
employed gaining such an understanding of the behavior of others 
by means of fact finding, role playing, and buzz groups. 

(3) To provide “<a proper climate for attitude formation and change 
in keeping with: (a) subscribing to and abiding by human re- 
lations principles, and (b) gaining insight and understanding 


of the actions of others as well as oneself, 


Theyobjectives or the Blake-Mouton?* training program are simi- 
lar to the objectives of the foregoing programs insofar as it aids 
managers to become more effective in their own work. In this sense 
it and the preceding programs are less training programs than pro- 
grams for increasing the individual's development and involvement in 
therrework,, in this respect the’most important function to be per- 
formed in any training program is to encourage a desire on the part 
of the individual to grow. Similarly, the two important areas for 
individual growth are development of integrated thinking and maturing 


35 


experience or behavior change, 


The following set of objectives suggests goals for a supervisory 


training program intended to make maximum contribution to organizational 


34. R.R. Blake et al., "Breakthrough in Organization Development," 
Harvard Business Review, 42 (1964),PP. 133-155. 


35. L.E. Greiner, "Patterns of Organization Change," Harvard 
Business Review, 45 (May-June, 1967), PP. 119-130. 
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Facilitate development of an organizational climate which supports: 


(a) 
(b) 
(c) 
(d) 
(e) 
(f) 


Maximum utilization of employee capabilities, 
Consistency of actions and policies (the reward system). 
Clarity of role responsibilities. 

Clearly understood and continuously tested goals. 
Maximum use of feedback in the decision-making process. 


High standards, and a ''can-do'" attitude, 


Facilitate the development of people's: 


(a) 
(b) 
(c) 


UG3 


Perceptiveness of social situations and processes, 
Skill and creativeness in problem-solving. 


Flexibility of behavior.2© 


Paul C. Buchanan and Philip H. Brunstetter, ''A Research 


Approach to Management Improvement," American Society of 
Training Directors, 13, 1 (January, 1959), PR. 10. 
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CHAPTER III 
SHORT RUN EFFECTS OF SUPERVISORY TRAINING 

Industrial organizations are becoming more deeply concerned with 
the interpersonal relations of their members. They seem increasingly 
anxious to reduce conflict and to promote harmonious working relation- 
ships. They are searching for policies and programs which can be used 
to promote greater job satisfaction. Evidence of this can be seen in 
recent business end industrial literature which has given considerable 
emphasis to problems of human relations. Other evidence can be seen 
in the increasing number of training programs which have been instit- 
uted in various organizations. These organizations want their super- 
visors to understand and be able to use techniques which will develop 
and sustain mutually satisfying human relationships in the industrial 
situation. 

The crucial role of attitudes, knowledge, and leadership behav- 
ior in this complex area of human relations has been recognized by 
authors on the subject, however, significant empirical research in 
this area has been a fairly recent development. 

This chapter presents a summary of research that has been under- 
taken to identify change effects directly attributable to training 
programs that might affect the supervisor in his role in the organiz- 
ation. It is concerned with a question that has engaged the attention 


of a number of students in this field. This question may be stated as 
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follows: Are there any immediately identifiable changes in the 
participants' attitudes, skills, opinions, knowledge and leader- 
ship behavior which occur as a result of exposure to and participa- 


tion in a training program?! 


The Impact of Human Relations Training on Changing Leadership 
Behavicr and Attitudes of Supervisors. Rx 





Numerous studies were concerned with identifying change in 
trainees as a result of supervisory training. These include a series 
of studies by Fleishman, Fleishman and Harris, and Fleishman, Harris 


2 
and Burtt who examined the effects of human relations training on 


1. For examples of studies concerned with this issue see Clyde 

E. Blocker, “Evaluation of a Human Relations Training Course'y 
Journal of the American Society of Training Directors, 9, 3 
(1955), PP. 7-8 and P. 46., A.H. Brayfield and W.H. Crockett, 
"Employee Attitudes and Employee Performance," Psychological 
Bulletin, 52 (1955), PP. 396-424., Also see Ralph R. Canter,"A 
Human Relations Training Program,'' Journal of Applied Psychology, 
35 (1951), PP. 38-45., Peter F.C. Castle, "The Evaluation of Hun- 
an Relations Training for Supervisors,'' Occupational Psychology, 
26 (1952), PP. 191-205., John J. Hayes, ‘Results of Training Sup- 
ervisors in Democratic Concepts of Leadership,'' Journal of the 


ee 


American Society of Training Directors, 10, 1 (1956), PP. 24-27., 
Antoine Papaloizos, ''Personality and Success of Training in Hum- 


an Relations," Personnel Psychology, 15 (1962), PP. 423-428. 





2. These studies were carried out at the Personnel Research 

Board, The Ohio State University with the cooperation of the 
International Harvester Company., Edwin A. Fleishman, ''Leader- 
ship Climate, Human Relations Training, and Supervisory Behavior," 





men ny carne renee arm pow ween men enrcte FAS 


Measurement. of Leadership Attitudes in Industry," Journal of Ap- 
plied Psychology, 37 (1953), PP. 153-158., E.F. Harris and E.A. 
Fleishman "Human Relations Training and the Stability of Leader- 
ship Patterns," Journal of Applied Psychology, 39 (1955), PP. 20- 
25.,£.A. Fleishman, E.F. Harris and H.E. Burtt, "Leadership and 
Supervision in Industry," In Sutermeister, People and Productiv- 
ity, McGraw-Hill Book Co. New York, (1963), PP. 410-425. 








cs 


edd nl ® i: 7c, s! } a , f f i - PAL DAG Ae rj 5 
: : : 5 "7 P ' a 
“geben! Bre aghsivon? , ereriit B25 Balt nobig? 330 ryomet of dang as 
—<@qlel?Tisq bas 07.2 xs Jo Siutey it diego Antely  vatonted qhate or 
. 7 
ail Oy vil peti [mr * al Heald 
: & 
gieluszs sarised) mu $ «fh gecull ie Joequl edt 
‘ es : ‘ 
H Te c go j ee, 508 a ie i 
@y 7 7 c 7 { ta 2 * 6 ta teankazd 
_ ot 7: rs ' fhe I at nro” Ye tofhotb 40 
; 
Sr 4 ’ 4? 4 Ot . hh Rie Ls baw 
Bs - ‘ a+ ye nap 
ay dD Se ; F) = : 2k rut oi 
ypwu.? ‘ > ; . Y ee SF iz oat 
8 ERG ' Ge a i . i Sit pLal 
tau : i i 4 re (tee ? i 
sP4 7 WAS Ake : Je AS * q » \ael aye beeag ; 
te > ™ . a 1 min f 
, a4 J eq / t P i >| ipa 
' ; ol ult 
Ss > =a bs ; i a - < ‘ “< 7? + 
wut 2G. teal : ye 94 P ra O¢5 | ae 
Ee ae : ivraqae na oi . LbeS ae 
’ a ¥ satel ~~ 7 . “ 
~gus & Ps f e (fs : « ; . 4 if ‘ciT a4 -_ 
Ne eee cha vt cae tase etna | oniwis . 
«* vied ot 47 b 4 J +® 7 7 : -c wag see 
- - — 
~aayt ni Anan niet 7% es i oh \s > At 7 q @ ate 
SRA-E50 48 (Ser) 21 M22) at = FOR ~s/ 31g a 
"tea nayat $er oes e% cit San tuo hetwies cin’ boitude) Copel 


afta io cols 
reel” west sh GlVGS , .yaweacd 
vache # ies 
se a ww *er 


j * ¥ 


m, ce emit pies 


wid HIiw YO beseyei 


a. fe 
ray | Poa 


















ie eae jodie? 


2092 200 of? been 
savret feeds soesoa 7 


nant a 


—— 


35 









leadership behavior and attitudes in plant situations several months 
after the supervisors had returned from training. The primary in- 
struments used in these studies were The Supervisory Behavior Des- 
cription Questionnaire scored on two independent dimensions called 
"Consideration" and "initiating Structure'' and the Leadership Opinion 


Questionnaire filled out by the supervisor himself and reflecting the 


supervisor's own attitudes about how work groups should be led. '"Con- 


sideration" concerned the human relations aspects of leadership and 
‘Initiating Structure" related to the task oriented aspects of work. 
In his early investigation pieiantene found that the differences be- 
tween supervisors trained and supervisors not trained in leadership 
styles and behavior were not significant when evaluated in terms of 
their on-the-job behavior. A subsequent study by Fleishman“ found 
that initiation of "Structure" and "Consideration" represented dis- 
tinct and characteristic ways of supervising. Supervisors with high 
"Initiating Structure" favored assigning people in the work group to 
particular tasks, criticizing poor work, and emphasizing the meeting 
of deadlines. A supervisor with a high ‘Consideration score emph- 
asized getting the approval of the work group on important matters 
before going ahead. 


5 


In another study at International Harvester, Fleishman~ discov- 


3. Fleishman, Op. Cit., FP. 205-222. 


4. Fleishman, ''The Measurement of Leadership Attitudes in Indus- 
Gry aiep we Git. wera LoL ob. 


Deerleishman, -Op.Git., bP. 205-222, 
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ered that the leadership climate in which a supervisor himself work- 
ed was related to his own supervisory style. Supervisors who oper- 
ated under more considerate ''climates"' described themselves as more 
considerate. A more considerate climate was one where the supervisor 
believed he had more considerate superiors and the superiors wanted 
their supervisors to be more considerate. Furthermore, Fleishman? 
found that labor grievances were lower where the supervisor's superior 
expected supervisors to be considerate, where supervisors were des- 
cribed by their superiors as being considerate, and, to a lesser ex- 
tent, where the supervisors perceived that their superiors expected 
them to be considerate. 

In a similar study using the same instruments, Harris and Fleish- 
man’ not only investigated leadership behavior and attitude change, 
but also examined the effects of a refresher human relations train- 
ing course on the behavior and attitudes of supervisors. This exten- 
sion of the previous research generally confirmed their findings that 
change was not significant after training, and that no significant 
changes in leadership behavior and attitudes occurred within an eleven 
month interval. The authors concluded that training conducted in isol- 
ation from the job environment falls short of its objective. As a re- 
sult, the supervisors learned two sets of attitudes, one for the train- 
ing program and one for the job situation. These results are consis- 

6. B.M. Bass, "Leadership Opinions as Forecasts of Supervisory 


Success,'' The Journal of Applied Psychology, 40, 5 C1956) 522. 
345-346. 


7. Harris and Fleishman, Op. Cit., PP. 20-25. 
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tent with previcus job studies which showed that wide individual dif- 
ferences existed among supervisors in the leadership attitudes they 
hold after training. 

The above studies demonstrate that when the worker ratings of 
their foreman on the Leader Behavior Description questionnaire were 
compared it was not in the hypothesized direction. The experimental 
group scored lower than the control group on ''Consideration", The 
reported behavior of the control group indicated a higher degree of 
two-way communication, mutual trust, warmth between the leader and 
his group, and participation in decisions by the group when compared 
with that of the experimental group. When the mean scores of the ex- 
perimental group were compared the results emerged negative, but the 
control group changed, There was a decrease in 'Initiating Structure" 
measured by the Leadership Behavior Description Questionnaire, Since 


no comparable change occurred in the experimental group this suggests 


26 


that the course may have had the effect of counteractive environmentally 


produced changes, There was no reliable difference between the post 
test scores for the two groups. However, evidence obtained from com- 
parisons involving the correlations between pre and post test scores 
in the two groups provides somewhat more positive evidence that the 
course did have an impact. All four indexes yielded considerably 
lower correlations in the experimental than in the control group. 

The reduction amounted to .23 with the largest drop from .53 to .25 
on the "Initiating Structure" scale, (items dealing with tasks, 
productive goals, defining channels of communication, and job 


performance). Similarly the course changed a number of participants, 
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but the changes did not follow any consistent pattern. Finally, 

the before-after coefficient derived from the Leadership Behavior 

Description range from .46 to .58 suggests some lack of stability. 

‘It is not clear whether this factor would nullify any positive re- 

sults that might have been obtained from the comparison of mean scores. 
The findings of the foregoing studies and the later investiga- 


tions by Fleishman, Harris, and Burtt? 


have a bearing on training in 
general, and on human relations training in particular, They sug- 


gest the following: 


1) Evaluation immediately after training shows positive change in 
attitudes and leadership behavior of the trainees, Furthermore, 
if the material of the course is related to the job situation, 
then the results indicate how the trainees will react in the 


job environment, 


2) The immediate and long term effects of training are not necess- 
arily the same, since in the above studies the supervisors knew 
the answers immediately after the course but they did not carry 


out what they had learned when they got back to the plant. 


3) Generally training conducted in isolation from the practical 


8. Fleishman, Harris, and Burtt, Op. Cit., PP. 410-425, 
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situation falls short of its objectives. Therefore, it is nec- 
essary to consider the work situation in which a supervisor 

is going to operate when designing the course, otherwise the 
supervisors learn two sets of attitudes, one for the ‘training 


situation, and one for the job environment. 


In sum, these studies suggest that it is not feasible to pull 
supervisors out of the work setting, teachthem some ideas, and then 
return them to the work setting and assume they will change their 
behavior. The training must also influence the leadership attitudes 
at the top, so that favorable "leadership climate" will develop and 
spread down to the first-line supervisors, The powerful influence 
of "leadership climate'' on the effectiveness of training indicates 
that leadership behavior is not a thing apart but is embedded in a 
social setting. In these studies it was very clear that the kind of 
leadership top management rated most proficient was very different 
from the training department's concept. The studies also suggest that 
the often stated proposal that good morale leads directly to increased 
efficiency needs to be qualified somewhat, since it appears that the 
kind of leader the subordinates approve of is not necessarily the 
one who is most proficient in getting results, Overall these studies 
determined some of the long-range effects of training, the importance 
of leadership climate, and the comparative effectiveness of the different 
leadership dimensions; however, they did not determine what policy 


should be carried cut with reference to lower levels of supervision, 
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The Need for Systematic Knowledge of What to Teach and How to Measure 


On Sey 2 eer’ 


Outcomes 





Whereas the former studies were primarily concerned with leader- 
ship behavior and attitude change, Canter, in one study, and Guetzkow, 
Forehand and James?, in another, investigated the need for systematic 
knowledge of what to teach and how to measure outcomes. Their in- 
vestigation involved training consisting of lectures and group dis- 
cussions with tests administered before and after training to an ex- 
perimental group and a control group of eighteen supervisors similar 
in age and education. This pre and post measure consisted of several 
questionnaires designed to determine the attitudes, approaches, tech- 
niqves and general orientation toward understanding of human behavior 
and human relations problems. The measures and tests indicated that 
trainees after training revealed understanding and insight into employ- 
ee behavior and greater accuracy and less bias in judging opinions held 
by employees. !° The authors of the Canter study concluded that it in- 
dicated the need for further studies to measure the change in organ- 
izational communication resulting from human relations training. 

While these studies indicated that the participants in the training 
programs had acquired some increase in knowledge, the research designs 

9. R.R. Canter, "A Human Relations Training Program," Journal of 

Applied Psychology, 35 (1951), PP. 38-45., H. Guetzkow, G.A. 

Forehand and B.J. James, ''An Evaluation of Educational Influence 

on Administrative Judgment,'' Administrative Science Quarterly, 6 

(1962), PP. 483-500. 
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did not include a follow-up test to ascertain to what extent the 
changes involved had been maintained with the passage of time. In 
addition predictive studies were not carried out and there is no 
evidence regarding the relationship between performance of partici- 
pants in tests related to the study and their job performance, 

Some students of this problem argue that evaluation should not 
cover the complete training program but that only a specific part of 
the program should be studied, These researchers limited their studies 
to uncovering the immediate effects of the training and examining 
for example, the changes in attitudes, behavior and opionions on the 
part of the trainees immediately after completion of the training 
program. An example of this type of approach is the work of Jarrell 
et. al., and that of Abbatiello!! who restricted their studies to exam- 
ining attitudinal and behavior change. 


Jarrell and Frigiola!* 


examined a program developed to promote 
managerial behavior and achievement with emphasis placed on encour- 
aging an increasing interaction with and among trainees using a train- 
ing laboratory. Since both job environment and job content differed 


among group members, training was concentrated on elements that would 


be universally applicable, such as the ability to deal with others and 





11, D. Jarrell and J. Frigiola, "The Role of Training in Super- 
visory Development," Management of Personnel Quarterly, 9, 2 
(Summer, 1970), PP. 11-14., A.A. “Abbatiello, “An Objective 
Evaluation of Attitude Change in Training, ''Training and 
Development Journal, 21, 10 (October, 1967), PP. 23-34, 


Dae Jarrell and Priciolag Op oe Clte, Prog Lin le 
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self-improvement. The authors found that the training was successful 
in causing individual trainees to want to change and in developing 
skills needed to negotiate change in the employing organization; 
furthermore the written tests demonstrated that most companies part- 
icipating in the training reported extensive change in behavior. Only 
one company reported that the program had no effect on trainee behav- 
ior. It was concluded that the program served as an effective change 
strategy for the organizations involved. The study by Abbatiello!? 
investigated whether changes in attitudes occur as a result of train- 
ing programs. The instrument he used for measuring the change was a 
word association test of a semi-structured nature which attempts to 
measure the "meaning" underlying an appreciation of a concept in re- 
lation to secondary attributes. This Semantic Differential measure 
was administered to 41 supervisors in three program groups on two 
successive occasions - the first day following their introduction to 
the program and the seventeenth day concluding the program. It was 
found that the participant's attitude toward the program content did 
change during the course of the program and it was concluded that the 
learning changes were dependent upon the training methods used in the 


program. 


——» 


13. Abbatiello, Op. Cit., PP. 23-34. 
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Another set of studies conducted by Katzell, Goodacre and Schein 


14 


were in many ways quite similar to those just described. These studies 


investigated the effects of human relations training on attitude and 
opinion change. For example eameeates Beta a training program 
designed to improve understanding of human relations on the part of a 
group of experienced supervisors attached to two divisions of a large 
railroad. The program consisted of a series of conferences which em- 
ployed the discussion technique, A questionnaire was administered to- 
ward the beginning and end of the program which measured attitudes 
toward supervisory principles and practices. The author found that 
as a result of the training program, the judgments of trainees on sup- 
ervisory practices and principles changed so that they became more 
like those of a group of personnel and training specialists. Katzell 
concluded that the training program was most effective for supervisors 
who had opinions most different from those of the trainers to begin 
with, who were not highly experienced, and who were relatively intell- 
igent. 

Goodacre !® replicated the Katzell study at B.F. Goodrich Company. 

14. R.A. Katzell "Testing a Training Program in Human Relations," 

Personnel Psychology, 1 (1948), PP. 319-329., D.M. Goodacre, 

“The Experimental Evaluation of Management Training: Principles 


and Practice," Personnel, 33 (1957), PP. 534-538., E.H. Schein, 
"Attitude Change During Management Education," Administrative 


Science Quarterly, 11 (1966), PP. 601-628. 
Les yp Katzell, Op. Cit., PP s 319-329. 


16. Goodacre, Op. Cit., PP. 534-538. 
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His study examined the extent to which changes in the participants, 
if any, corresponded to that which the program had been designed to 
accomplish, The trainees were divided into two groups of 400 each, 
one group served as the experimental group and the other as the con- 
trol group. He found no significant improvement in the attitudes of 
the trained group, however, significant improvement was found in 

the knowledge of the participants. It was therefore concluded that 
design and content of the training program should reflect the changes 
which the program intends to accomplish in the participants. 


Form and Form 17 


conducted a study in a large automotive and 
truck parts company to determine whether changes in work leadership 
behaviors were related to participation in a training program, The 
announced purpose of the program was to prepare participants for pro- 
motion in relation to the anticipated expansion of the plant. The 
response to the program was greater than anticipated, Management 
endeavored to capitalize on this by changing its objective for the 
program from training to indoctrination with the result that the 
effects of the program were contrary to those originally expected, 


There was a deterioration of human relations within the firm and the 


emergence of negative attitudes on the part of the trainees and the 


17. W.H. Form and A.L. Form "Unanticipated Results of a Foreman 
Training Program, '' Personnel Journal, 32, 6 (November, 1953), 
(Mes Ab opal wae 
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entire staff toward the organization. It was found that management 


‘overplayed the importance of the program and that the program itself 


was poor in conception, substance and execution. 


Summary 


This analysis of the effectiveness of training programs in att- 


aining short range goals seems to support certain generalizations con- 


cerning attitude and behavior change and the acquiring of knowledge 


as a result of participation in training programs. 


1) 


2) 


3) 


4) 


In the short run most studies demonstrate positive change in 
behavior, knowledge and attitudes of the participants. However, 
it has not been shown whether or not the supervisors make wiser 
decisions than they would have done without the training when 
faced with the real-life situations of the plant or organization 
rather than the somewhat antiseptic atmosphere of the classroom 
laboratory. 

There is some indication that change in a participant's behav- 
jor was more likely to occur and be retained if it resulted from 
a decision in which the individual participated than if it was 
recommended to the individual by a superior or considered by the 
participant in a discussion which did not result in a decision. 
In most instances the supervisors expressed a desire for train- 
ing which would help them to deal with workers more effectively. 
In the short run attitude change was significant, however, when 


measured after a period of time only spurious differences existed 
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This points to the need for further research to determine whether 
supervisors who express views in marked disagreement with those 
of the trainer, are regarded as inconsiderate or incompetent by 
the people they supervise. 

Failure of top management to change their attitudes towards the 
objectives of the training program may result in failure of the 
program. ‘Therefore, the attitudes and behavior of the partici- 
pants seem to depend far more on the attitudes and behavior of 


their superiors than on the training they receive. 
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CHAPTER IV 


TRAINING EFFECTS ON JOB AND ORGANIZATIONAL CHANGE 


The preceding chapter discussed research that was concerned 
with identifying change in knowledge, skills, and leadership behav- 
ior which may affect the supervisor in his role in the organization. 
There was enough evidence to suggest that some training programs did 
produce change in knowledge, attitudes, skills and leadership behav- 


ior of the participant when measured immediately following training, 


The present chapter examines two fundamental problems. First, 
it examines the effects of training as shown in subsequent modified 
behavior on the job. It investigates the transfer of instruction 


into changed behavior and attitude on the job; the extent and dura- 


tion of such change; whether changes are positive; whether they con- 


tribute to improved efficiency, production, and employee satisfaction; 


and whether progress has been made in meeting the specific objectives 
of the training. Second, it examines the impact on the organization 
by appraising the effects of supervisory training on organizational 


change. 


36 


! 
i oy, ® f 
ale ny 
7" 5 
LSIT7ISOn00 « r 3 r fe 
-Yyasiaw ett F 
a LiFe . 
ake Rae . 
M ei ee - 7 
- pe We F bf 
j 
.< se a — 
Po hs " i - “ae - 
Ord a ‘ 
” " y l ‘1 
-“0 4 ‘% pees: TAY 
4 
: . m 
5 tt an = Dg STR TLE 
: 
- a * _— > 
Bev loosido O24 2 
“ 


no hinnl site to. 2t2 tye, 32 0<p 


Janel destaau7- RO amyl risa 


y l (3 PAHD 


& 
lt ie 
* 
' 
= 
i 
- . 
. 
a : 
’ 





- a . -“ 
? 
ae "al J aed Cy Ser" 4S} okt - 

rt Senacy aobyhiveeeh tage 

ae ed ry Yew Aipidu sal 

ty? tga eae 6 79nT 

P fr ely 7 _ABpMIOTY 

c ' mat sles “sa lo x0] 
yy 

rah ages; sft 
* _ t 

32 os!i wevehmaee.. 22 

4 wlio eo golwadtod 
hagomio ont f 


ad eed seers  etdedeiee i 

















‘iy - : Sera git Go Here 


3. slodiug _ 


aa 


: -% 
i  ,onope? ovtiniaty. ate Te 
0 


Ek 





Factors Contributing to Improved Performance 


Several writers including Katz, Pelz and Morse! suggest 
that there are many unsettled issues connected with conducting 
a training program designed to facilitate changes in the job be- 
havior of supervisors, Some of these issues will be partially 
analyzed in this chapter, and implications for their solution will 
be drawn from the authors! findings in evaluating management and 


supervisory training. 


Evaluations including those by Buchanan and Ferguson, Buchanan, 


and Bird? have attempted to identify the factors which influence and 


1, See for example Katz., et. al., "Productivity, Supervision 
and Morale in an Office Situation, "University of Michigan, 
1950., Katz, et. al., "Productivity Supervision and Morale 
Amongst Railroad Workers, ‘University of Michigan, 1951.,D. 
Pelz, "Influence: A Key to Effective Leadership in the First- 
Line Supervisor,'' Personnel, (November, 1952)., N.C. Morse 
“Satisfactions in the White Collar Job.,'' University of Michi- 
gan, 1953., In J.D. Handyside "The Effectiveness of Supervisory 
Training - A Survey of Recent Experimental Studies,'' Personnel 
Management, 38, 336 (June, 1956), PP. 104-105. 


2. See for example P.C. Buchanan and C.K. Ferguson,''Some Con- 
troversial Issues Concerning Supervisory Development, " 
Personnel, 30, 6 (May, 1954), PP. 473-481., P.C, Buchanan and 


K,D, Ferguson, "Changing Supervisory Practices through Training," 


Weecsonne). 50,3 (November, 1953) RePr ee sG-7 50 yee. csmouchanan. 
"A System for Evaluating Supervisory Development Programs," 
Personnel, 31 (1954-1955), PP. 335-347., P.C. Buchanan "Evaluat- 
ing the Results of Supervisory Training," Personnel, 33, 4 
(january, 1957), PP. 362-370., P.-C. Buchanan, “Factors Making 
for Effective Supervisory Training," Personnel, 34, 5 (March- 
April, 1958),PP. 46-53., M. Bird, "Changes in Work Behavior 
Following Supervisory Training,’ Journal of Management Studies, 
6, 3 (October, 1969), PP. 331-345. 
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contribute to improved job performance. One study by Buchanan™ eval- 
uated a training program planned as a 60-hour course ay one-week 
workshop followed by three one-day sessions at monthly intervals 
thereafter. No before and after measurements were used; instead the 
supervisors and subordinates of each participant filled in a question- 
naire reporting behavioral change as a result of training. The crit- 
erion of training effectiveness developed in this study - "change in 
job performance attributable to the workshop'' was found to be eff- 
ective, Furthermore, most of the participants about whom information 
was obtained made identifiable modificati ons in their job performance 
that were attributable to the training course, Several other studies 
by Buchanan* examined some additional factors which could influence 

and contribute to job performance. These factors included attitudes 
of supervisors, influence of discussion groups and length of the 
training. The design of the studies were similar to the previous 

one using questionnaires filled out four months and eight months after 
training. No significant differences were found between those who 
benefitted from the training and those who did not as regards their 


attitudes toward attending the training project, the length of time 


3. Buchanan, "Evaluating the Results of Supervisory Training} 
Op. Cit,, PP. 362-370. 


4, Buchanan, ''Factors Making for Effective Supervisory Train- 
ing", Op. Cit., PP. 46-53., Buchanan and Ferguson, ‘Changing 
Supervisory Practices Through Training," Op. Cit,, PP. 218- 
230. 
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they had been supervisors, whether they had been in supervisory train- 
ing courses before, or how they evaluated various phases of the train- 
ing. It was concluded that the environment in which the trainee 
works influences the effectiveness of training, and that it is im- 
portant for the training staff to work with the supervisors of those 
who are taking the training to insure understanding of and agreement 
on training objectives and their involvement in the selection of 
people to attend the program. 

A similar but more ena investigation was made by Bird? of 
the extent to which training promotes changes in on the job behavior. 
Specifically the initial objective of his study was to determine if 
behavioral changes followed from management training courses, and if 
this proved to be the case, the second objective was to define the 
factors which can influence the effectiveness of training. Each 
course consisted of twenty people and focused on a particular process, 
At the beginning of each training program the members were invited to 
take part in a research study and they were told that the aims of the 
training was to provide them with information and ideas which might 
be used when they returned to the job, Additionally, at the completion 
of training they were asked to describe one way in which they were like- 
ly to alter their previous way of working as a consequence of what 
they had learned during the training. 

The findings of this study point to several important factors 
which are likely to affect the longer term outcomes of management 


training and confirm some of the findings of studies previously dis- 


Syme i eds Opt Ci tie PP 8331-345. 
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cussed in this paper and suggest that the contents of the training 
must be related to the supervisors’ job. The findings indicate that 
ue no change is identified immediately following training in the 
trainee's knowledge, skill, or outlook, then there is no basis for 
expecting such changes to be evident after a considerable time lapse 
since the training. The findings also led to the following conclu- 
sions: change needs to be introduced in such a way that it does not 
provoke undue resentment or hostility from the other people concerned; 
the extent to which a manager shows initiative towards making changes 
determines the amount of change he will accomplish following train- 
ing; and finally, the effectiveness of behavioral change as a result 
of training is dependent upon the manager's superior who occupies a 
key position in determining the success or failure of supervisory 
training. 

Several studies already reviewed in this paper confirm these 
findings. For example Fleishman and Harris and Fleishman® examined 
the question of leadership behavior and attitude change and found no 


a 


change back in the job environment. Similarly Sykes’ evaluated a 


6. See E.F. Harris and E.A. Fleishman, "Human Relations Training 
and the Stability of Leadership Patterns,'' Journal of Applied 
Psychology, 39, 1 (1955), PP. 20-25. , E.A. Fleishman, "The 
Description of Supervisory Behavior,’ Journal of Applied Psych- 
ology, 37 (1953), PP. 1-6., E.A. Fleishman, “Leadership Climate, 
Human Relations Training, and Supervisory Behavior,'' Personnel 
Psychology, 6 (Summer, 1953), PP. 205-222. 





7. A.J.M. Sykes, "The Effect of a Supervisory Training Course in 
Changing Supervisor's Perceptions and Expectations of the Role of 
Management,'' Human Relations, (August, 1962), PP. 227-243. 
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course with changed course design and found that as a result of these 
changes the supervisor changed his expectation of the role of manage- 
ment. These studies demonstrate that environmental factors play an 
important part in determining the effectiveness of management train- 
ing and that attempts to change behavior by changing the individual 
trainee and neglecting the environmental influence can lead to nega- 
tive results. 

There are a number of studies that were concerned with investi- 
gating training programs designed to effect behavior and learning 
change which would help supervisors to carry out the human relations 
aspects of their job more efficiently. One of these was Stroud? who 
evaluated the results of a training program called ''Personal Factors 
in Management,'' that had been designed to enable supervisors to handle 
the human relations aspect of their jobs more effectively. Two kinds 
of supervisory on-the-job behavior were considered important for the 
purposes of the study, a "people-centered approach" and a "task-centered 
approach". A questionnaire? which measured the supervisor's orientation 
toward his subordinates was administered to each participant in the 
training program and to a control group that contained an equal number 


of individuals. In addition on a second part of the questionnaire, the 





8. P.V. Stroud, "Evaluating a Human Relations Training Program," 
Personnel, 36, 6 (November-December, 1959), PP. 52-60. 


9. See for example R.M. Stogdill and A.E. Coons, ''Leader Behavior; 
Its Description and Measurement",, Research Monograph Number 88. 
Ohio State University, Bureau of Business Research, Columbus, Ohio, 
oy ie 
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"Critical Incident" section, the trained and control groups were ask- 
ed to describe four incidents that had occurred on the job. In each 
case, the supervisors were asked to describe the situation, explain 
what they did about it, and tell why their action was successful or 
unsuccessful. It was found from such an analysis that supervisors 

who claimed to have made improvement averaged the greatest difference 
in past-present ''Consideration''Scale scores, or put another way, 
these findings demonstrate that it is necessary to use a measure other 
than the trainee's opinion to evaluate the results of a training course. 
Where Stroud's study evaluated behavioral change and found discrepancy 
between the amount of improvement the supervisors said they made and 


the amount they actually made, a study by Rich!® 


investigated whether 
learning which resulted from training helped the manager perform his 
job more efficiently. The measures included the Friendship test!! for 
measuring human relations. It was found that learning which took place 
during a training course is by no means limited to the topics scheduled 
for discussion. Furthermore, other changes in the area of group rel- 


ations may have an even greater influence upon the quality of super- 


vision. 


ee 


10. J.M. Rich, ‘Measuring Supervisory Training: The Sociometric 
Approach,'’ Personnel, 29, 1 (July, 1952), PP. 78-84. 


11. The Authors used the Sociometric Method to study Interper- 
sonal Relations within a Group., See for example H.H. Jennings, 
"Sociometry in Group Relations,'' American Council on Education, 
Washington, 1948. 
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Moon and Hariton!2 


described a ecay that was undertaken to 
examine the effectiveness of a supervisory development program in- 
stalled at the General Electric Company. Its main features were a 
training program intended to equip managers with the skills needed 
to use information collected during periodic appraisals of subord- 
inates in helping these subordinates to develop themselves. Fifty 
managers participated in the program. They were divided into four 
groups and each group was given 30 hours of instruction spread over 
a two week period. The main instrument used in Moon and Hariton's 
Study was a questionnaire designed to obtain subordinates’ views 
about changes in their manager's attitudes and behavior. The re- 
sults indicated that the appraisal and training program had a pos- 
itive impact on the job performance of both the managers and their 
subordinates. Another study by Godear ees examined the effects of 
the lecture-discussion and conference method type training programs 
on managers and supervisors in a division of the B.F. Goodrich Company. 
12. C.G. Moon and T. Hariton, "Evaluating an Appraisal and Feed- 
back Training Program," Personnel, 35 (November-December, 1958), 
PP. 36-41. 
13. D.M. Goodacre, 'The Experimental Evalwtion of Management 


Training: Principles and Practice," Personnel, 33, 6 (May, 1957), 
PP. 534-538. 
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In the case of this study the results showed no measurable improve- 
ment in the job performance of the groups trained. While several of 
the previous studies have dealt with factors that affect the job be- 
havior of trainees an investigation by McGehee and Gardner !* evalua- 
ted a training course desinged to increase participants’ knowledge 

of specific time study procedures, The design of the study was fair- 
ly familiar. An experimental group which was given training in time 
study procedures was compared with a control group that did not rec- 
eive any training, The main instruments used in the study included 

a test of time study procedures and principles as followed in the 
organization; a graphic rating scale designed to measure the observed 
changes in the behavior of foremen in handling time study problems 

in their department; and a twenty-three item attitude scale developed 
and scaled according to the procedures outlined by Thurstone,45 The 
results indicated significant improvement in the ability of partic- 
ipants to handle time study problems. Later, the control group was 
given similar training and showed an increase of knowledge comparable 
to that obtained in the case of the experimental groups, On the 
basis of the findings of this study McGehee and Gardner concluded 


that a workshop in time study could improve the ability of supervisors 


14. W. McGehee and J.E. Gardner, "Supervisory Training and 
Attitude Change,'' Personnel Psychology, 8 (Winter, 1955), 
PP, 449-460, : | 


15. See for example L.L. Thurstone and E,J, Chave, ''The 
Measurement of Attitude."" Chicago: University of Chicago 
Press, 1929. | 
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to cope with time study problems. 

The implications of the studies reviewed above may be summar- 
ized as follows; 

1) Improved job performance of the trainee is dependent upon the rel- 
evance of the training to the trainee's job. 

2) Age and educational background affect the trainee's response 
to training. 

3) Changes in job behavior can affect other people besides the sup- 
ervisor himself. Change must be introduced in such a way that 
it does not provoke resentment from the other supervisors, sub- 
ordinates or superiors. 

4) The motivation of the individual will determine the magnitude 
of change he experiences following the training. 

5) Changes in the job behavior of the trainee is to some extent 
dependent upon the attitude of the superior since he has the 
power to influence or modify other factors which affect or deter- 
mine the outcomes of the training. 

6) Learning which takes place during training is not limited to the 
topics scheduled for discussion; in addition, changes in group 
relations that may result from the training can have a consider- 
able influence on job performance. 

So far, this chapter has dealt with what might in a sense be 
| considered intermediate outcomes of training in that it has exam- 


ined the effects of training on participants' job performance. It 
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is now proposed to examine the impact of such changes in individual 
performance on the organization as a whole, 

The evidence available in the literature suggests that there has 
been remarkably few efforts to measure the impact of supervisory 
training on such organizational factors as productive efficiency 
and general morale of an organization. Even in the few cases where 
studies of the impact of such training have been made, there arises 
the question whether the supervisory training program was responsible 
for the improvement or whether other factors were involved, 

The fact of the matter is that an organization that sponsors 
a good supervisory training program is probably carrying on a large 
number of other activities that contribute to its overall effective- 
ness.) in these circumstances it is quite difficult to determine 
whether the training itself was the significant determinant of the 
improvement in the organization. It must be remembered that a train- 
ing program, no matter how well designed it might be, will not be 
successful unless it operates in an appropriate managerial climate, 
This means that the results of many evaluation studies tend to be 
highly tentative and should generally be regarded as completely 
probative of the issues involved. With this caveat it may be observ- 
ed that some studies suggest that improvements in production and 
Savings in costs have been associated with supervisory training pro- 


grams, ‘An analysis of these reports suggests that most of these 
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improvements arise out of training in work-simplification and methods- | 


improvement techniques, There can be little argument that training 
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in this area is highly important from the point of view of organiza- 
tional development. However, this dces not preclude the possibility 
that training in other areas, the results of which cannot be so 
readily shown, are equally important to the improvement of super- 

2 2 16 
vision. 


The Effects of Training upon the Productive Efficiency and Morale 


of the Organization 


A study by Lewin? of the effectivenss of an attempt to induce 
behavior change through training has important implications for the 
= ESV of training to total organizational outcomes. He demon- 
strates that changing group behavior requires not only ‘unfreezing'' 
of old patterns of behavior but also 'freezing'' of behavior at a new 
level, Furthermore he indicates that changes in behavior of the kind 
discussed here are often short lived and that after the initial change 
the behavior of the group soon reverts to it's previous level. Several 


18 
studies by McGehee and Livingstone refute this finding. One study 


16. For an interesting approach to evaluation see; Paul C. 
Buchanan, "A System for Evaluating Supervisory Development 
Programs," Personnel, (January, 1955), PP. 335-347. 


17. Kurt Lewin, 'Studies in Group Decision," in D, Cartwright 
and A, Zander, Group Dynamics, Evanston: Row, Peterson and 
Company (i952) 5. PP. 287-301; 


18, W. McGehee and D.H. Livingstone, ''Training Reduces 
Material Waste,'' Personnel Psychology, 5 (1952), PP. 115- 
124, 
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investigated a program designed to reduce waste in a textile process 
to effect savings in the costs of manufacturing. The program was 
designed to improve among other things, motivation and the job 
performance of the operators, To improve the motivation of the 
operators, a conference was held explaining the problem of waste from 
its economic and competitive aspects, Additionally, the amount of 
waste produced was posted each day during the two week training per- 
iod, It was found that the program resulted in significant re- 
duction in waste, Furthermore, the waste reduction was effected with- 
out an overt group decision process and arose from clearly explaining 
the need for change, securing participation of all concerned by def- 
inite assignment of responsibilities, and by keeping participants in- 
formed concerning the results of the attempts to reduce waste. The 
authors concluded that as a result of the training program there was 
a 61.6 percent reduction in waste during the training and subsequent 
periods, 

A later study by McGehee and Tei meet one ac investigated the 
"long-term effects of a similar training program designed to secure 
employee interest and cooperation in reducing waste, The concept 
"long-term'' was used in the sense that the period covered extends 


over a much greater time span than has been reported in the majority 


19, W. McGehee and D.H, Livingstone, 'Persistence of the Effects 
of Training Employees to Reduce Waste,'’ Personnel Psychology, 
FEC SDLING slo OG) Meee oOo. 
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of investigations into the modifications of supervisor's behavior 
discussed earlier in this disseration. In order to determine 
whether or not the change in behavior recorded in the previous 
study had persisted beyond the twenty-nine weeks covered by the 
study waste ratios for each of 106 subsequent weeks were computed. 
It was found that behavior modifications had lasted for a period 
of ninety-four weeks subsequent to the initial modification. Add- 
itionally, the evidence shows when considerable improvement had been 
obtained in waste reduction and this improvement had persisted 
over a period of time, reinforcement will result in still further 
improvement. The data substantiated the hypothesis that a program 
to modify employees’ attitude and action toward a specific prod- 
uction problem would be effective both on a short term and a rela- 
tively long term basis. 

Several writers such as Katz, Pelz and Morse”? have discussed 


the question of differences in supervisory practice found between 


20. Katz, et. al., "Productivity, Supervision and Morale in an 
Or iicesoituation Universitvsor Michitan,1950. heLzemccuman 
"Productivity Supervision and Morale Amongst Railroad Workers," 
University of Michigan, 1951,, D. Pelz, “Influence: “A Key to 
Effective Leadership in the First-Line Supervisor," Personnel, 
(November, 1952)., Nancy C. Morse ''Satisfactions in the White 
Collar Job," University of Michigan, 1953., In John D. Handy- 
side, "The Effectiveness of Supervisory Training - A Survey of 
Recent Experimental Studies," Personnel Management, 38, 336 
CJune’y 1956) 7 °PPS 1041054 
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units which were maintaining different levels of productive effic- 


iency. Measures of productive efficiency, worker satisfaction, and 


the methods of supervision were compared for different groups engaged 
in similar work. 


discussions indicated that the supervisors of high efficiency groups 


differed from supervisors of low efficiency groups on the following 


dimensions: 


1) 


2) 


3) 


4) 


5) 


They received general rather than close supervision from 

their superiors, 

They were more satisfied with the amount of authority and res- 
sponsibility delegated to them, 

They spent more of their time in supervision and less in doing 


the job they supervised. 


Generally, the empirical studies reviewed in these 
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They gave general rather than close supervision to their subordin- 


ates 
They put more stress on the importance of looking after the 


people they supervised than on achieving high output, 


In a subsequent study Comrey, Pfiffner, et, aly ee using a 


21, A.L. Comrey, et, al., "Factors Influencing Organizational 
Effectiveness'} I, II, III, and IV, Personnel Psychology, (1951- 
1954), and "Factors Influencing Organizational Effectiveness - 
A Final Technical Report," University of Southern California, 
1954., In John D. Handyside ''The Effectiveness of Supervisory 
Training - A Survey of Recent Experimental Studies," Personnel 
Management, 38, 336 (June, 1956), P. 105. 





questionnaire survey approach confirmed the findings of the studies 


by Katz, Pelz and Morse,2* These studies suggest that training 


programs explicitly designed to familiarize supervisors with the 


skills and behaviors that have been found to be associated with 


high efficiency work groups, could have important consequences for 


the overall performance of organizations, 


Summary 


The following propositions may be extracted from the studies 


reviewed in this chapter: 


1) 


2) 


3) 


4) 


5) 


The improved job performance of the trainee is dependent upon 
the relevance of the training to the trainee's job. 

The trainee's age and educational background will affect his 
response to training. 

Changes in job behavior can affect other people besides the 
supervisor himself, Change must be introduced in such a way 
that it does not provoke resentment from the other supervisors, 
subordinates or superiors, 

The motivation of the participant to change will determine 
the magnitude of the change in behavior that he demonstrates 
following training, 


Changes in the job behavior of the trainee is to some extent de- 


Oe Ratzwset eal, uOnmecit ye arel zs OpmeGit menorse, Opes Cites 
in Handyside, ''The Effectiveness of Supervisory Training - 
A Survey of Recent Experimental Studies," Op. Cit., PP. 104-105. 
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pendent upon the attitude of his superior since he has the power 
to influence or modify other factors which contribute to the out- 
comes of training. 

6) Learning which takes place during training is not limited to 
the topics scheduled for discussion; in addition, changes in 
group relations as a result of training may importantly influence 
job performance. 

7) There is some evidence which suggests that increased communications 
is a factor in effecting organizational change through training 
programs. 

This chapter has dealt with several questions concerning the 
impact of changed knowledge, skills, attitudes and behavior of the 
individual on his job performance which in turn may affect the entire 
organization. The following chapter analyzes the relative utility 


of various techniques for meeting the objectives of training programs. 
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CHAPTER V 
THE RELATIVE UTILITY OF VARIOUS 
FORMS OF SUPERVISORY TRAINING PROGRAMS 

While on-the-job training is generally the major means of 
developing competent supervisors the possibility of achieving 
training objectives has been shown to be enhanced by utilizing 
combinations of training methods. Various authors suggest that 
this approach might achieve the desired objectives where a single 
direct training method might otherwise fail. Particularly at 
higher levels of management there are certain skills, knowledge, 
and attitudes that are best developed in an atmosphere that is 
removed from the job environment. In this chapter, the term off- 
the-job-training will be used to refer to instruction conducted 
away from the job setting in which the supervisor performs his 
regular duties. In this chapter the most frequently used off-the- 
job methods, the lecture and conference, will be examined in terms 
of their effectiveness in developing supervisory skills, knowledge, 
and attitudes; the advantages and disadvantages for the organization 


and the trainee will be assessed. 
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The Relative Utility of the Formal Lecture and Group 
Discussion Techniques. 


Levine and Butler, DiVesta and Miner! are among the many 
authors concerned with this problem who have investigated the 
following question: Is the lecture method more effective than 
the conference technique for changing the behavior, knowledge, 
skills and achievement levels of supervisors? 

Levine and Butler* for example, examined the question of 
whether group decision or the formal lecture method was the more 
effective training technique for producing behavioral change in 
the participants. Subjects in their study consisted of 29 sup- 
ervisors in a large manufacturing plant who were rated on several 
measures of efficiency including application of job knowledge and 
cooperation. They were divided into three groups consisting of 
a control group, a discussion group, and a lecture group. It was 
found that group discussion was more effective than the lecture in 
reducing prejudice ratings of the supervisors. Conversely the lec- 


ture method had little or no effect upon the rating discrepancies. 


1. J. Levine and J. Butler,'Lecture vs Group Decision in 
Changing Behavior,'' Journal of Applied Psychology, 36 (1952), 
PP. 29-33., F.J. DiVesta, 'Instructor-Centered and Student- 
Centered Approaches in Teaching a Human Relations Course," 
Journal of Applied Psychology, 38 (1954), PP. 329-335., J.B. 
Miner, "The Effects of a Course in Psychology on the Attitudes 
of Research and Development Supervisors," Journal of Applied 
Psychology, 44 (1960), PP. 224-231. 


2. Levine and Butler, Op. Cit., PP. 29-33. 
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The study also provided some evidence that discussion which result- 
ed in a unified group decision was likely to contribute to actual 
changes in behavior of the trainees. 

DiVesta? examined changes brought about by the lecture method, 
and the extent and direction of these changes at the knowledge, 
attitudinal and skill levels. Furthermore, he wanted to find out 
which method was more effective for producing change in the train- 
ee's achievement levels, The research design was similar to that used 
in Levine and Butler's study. It was found that the trainees made 
significant gains in achievement and that the discussion method had 
a slight advantage over the lecture method for inducing these changes. 
However, the results of the knowledge and attitude tests indicated 
that no difference in the effects of the discussion approach or the 
lecture method existed, DiVesta concluded that the evidence did not 
really confirm that either method of instruction was superior to 
the other and that further investigation of this question was desirable. 

Where both of the foregoing studies compared the lecture and 
group discussion method of instruction, Miner's? study investigated 
a course based on the lecture method alone to determine whether this 
method had an effect on the attitudes of a group. He tested a hypo- 
thesis that non-directive or group decision procedures do not con- 


stitute a necessary condition for change and that training courses 


Saibivesta, yOp..C1t se, ePRge32 92355; 


4, Miner, Op, Cit., PP. 224-231. 


a4 























“Sipegs Heldiy Hoseousel) jpad,3¢ rgb b ty > oe gba yowg nts % 
¥ : A r ee “ a 
P4at70S Gal 74 ie £ oo a ta 45h) e: iLed ys G¥ous Astisns a ak be 
> - - = : - he 
“¢ - _.O9an Feat. od? 26. pOReRes ee avennds. 
eet is Pe ‘ iets jou, wd .-2aRhads TeaAgens Ces nevad: x 
> i Ps > = > - ' : 
| . ; ae ese te nol 12nis> phe Saye a2. berms 
x . 7 + o- ~ be <7 . 


lee} \ ft SyiJ LAS att, [s shud i gta: 

| , 7 
4 5 : PE § dibs é W bod joel a 
bei ).aet wg Bb ib. cot aj roapevelien.etee 

e } a e ’ . Soi hare o z 7 

pmsondegs | 4dy sels uh? Sa OF) NaN ee ea ee ee 

bat! st ayf vies Ad, entqg, eokRagie 
- 2 ‘ a -P My lakhs a “< 

ped i¢: ie OZ ots ,7oretpe 


» is pl sompye’) Bhatia 


™~ . 
. : 4 cig lptivem saagaga i 
fe * “ ~ “i. -. - . 
ie 2 : : i teaceaia vi mo] lpers vii = 
7 ¢ e = os » - " - : ecw . 2%, _™ > a =: “= $2 
fi; ( 3 j ; All? ay fa sere aia eit : 
ee ee any = 






ioseg! js i why je von j br Mijas goles ann dp, eu 
slfi 138i 3 4 : maal ed) 4 hvhae & 
* i ‘ - o~ ~_*» * =. - - = “a 7 a < ye a y 7 , sited weer 
she “i ie 2 77 ia “ i oi@ . > 7 . : Ss 
1a be 7 Pe i i I1354 843° a0 38229. 68 inf, bovlggm 
A re -_~ = « _ - ex < 3 = ae 3 2 Se Ps ze p. 


’ € 
esas 


bons ‘n CS, ie E 


sr, foaled anh jonas Seer Ra eget aem 
7 a “= ay 








os 






tea hes 





based on the lecture method alone can have an effect on the atti- | 
tudes of a group of trainees. The subject matter of the lecture 
was the various reasons why individual supervisors might fail to 
perform effectively in the work situation. The supervisors were 
given information intended to improve their understanding of other 
people, and it was demonstrated that even though a man was well- 
informed on effective methods of supervision, he might be unable 

to utilize this knowledge due to anxiety aroused by the supervisor- 
Superior situation. The evaluation procedure included measures of 
participants’ attitudes toward various aspects of supervisory work, 
administered in the usual pre-and post-test design with an untrain- 
ed group serving as the "control group". The results indicated a 
Significant improvement in the attitudes of the trained group 
toward supervisory work. However, there was also some indication 
that the changes might fail to persist when confronted with contrad- 
ictory attitudes existing in the work place. 

Haire” observed after extensive investigation that most com- 
panies rely on giving training in groups supplemented by on-the-job 
training. Furthermore, he suggests that this method of training 
provides extensive coverage of personnel, permits assignment of an 
experienced trainer to direct the group, and saves the time of line 


6 e e 2 
management. Baxter, Taaffe, and Hughes investigated whether it is 


5. M. Haire ,"Some Problems of Industrial Training," The Journal 


a a ee 


6. B. Baxter, A.A. Taaffe, and J.F. Hughes, "A Training Evalua- 
tion Study," Personnel Psychology, 6 (Winter, 1953), PP.403-417. 
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more effective to administer part of the training course by means 
of a conference or other techniques rather than giving all the 
training in the work setting. It also examined the extent to which 
these two approaches justified the costs involved. 

Three different methods of training were selected to answer 
the questions implicit in the study: (1) conference training be- 
fore going on the job; (2) school training where skilled trainers 
using films and other training aids could administer the course; 
(3) on the job training before coming to the school. The results 
were inconclusive. The researchers suggested that supervisors 
from the conference trained groups had greater enthusiasm and eager- 
ness for undertaking their new job but this apparently was a short- 
lived effect. More important were factors such as the job itself, 
job associates, and superiors which had a greater impact on be- 
havior and attitude than the training. Furthermore since the 
results did not disclose any evidence that trained groups were sig- 
nificantly different on any of the criteria on which they were com- 
pared with untrained groups it was concluded that the cost of the 


training was not justified. 


Integrated Training Techniques 


The studies discussed so far were concerned with either the 
lecture method or group decision method of instruction. Other 
authors have examined other training techniques such as case anal- 


ysis, role-playing and group discussion to determine their effective- 
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ness. One such study by Mahoney and Jerdee! investigated case 
analysis and group discussion techniques. They wanted to deter- 
mine whether this method of instruction would improve the trainee's 
analytical approach and improve his attitudes toward self-develop- 
ment. Participants were organized into groups for the purpose of 
discussing assigned cases and the training was conducted away from 
the company's operations. Each group was assigned an instructor 
selected from second-level managers. Criterion measures of the 
achievement of course objectives were developed and administered 
neteare and after the course to the experimental groups and a control 
group who did not receive training. They included a Management 
Practice Quiz which measured knowledge of the concepts and prin- 
ciples taught in the course, a case analysis technique which meas- 
ured ability to apply the special analytical approach taught in the 
course, and an Attitude Scale which measured appreciation and sense 
of responsibility for self-development. Participants showed a sig- 
nificant improvement in their ability to apply a special analytical 
approach and in their attitudes toward self-development; however, 
there were no significant improvements in their knowledge of manage- 
ment principles or in their ability to apply the analytical skills 
developed in the course. Furthermore, there were no significant 

7% T.A. Mahoney and T.H. Jerdee, "An Experimental Evaluation 


of Management Development,'' Personnel Psychology, 13 (1960), 
PP. 81-98. 
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changes in performance resulting from improved attitudes attrib- 
utable to the training. Mahoney and Jerdee concluded that the case 
approach may be inappropriate for teaching management concepts and 
principles. They also expressed doubts concerning the effectiveness 
and utility of the analytical approach taught in the course. 
Another study similar to the above was conducted by Lasagna® 
at the Training and Development Branch of American Airlines to 
determine whether an integrated case study approach to management 
training could improve supervision and effect job performance. The 
findings of this study indicated that the integrated case study 
approach presented a good vehicle for helping first level supervis- 


9 evaluated a course 


ors to become more effective managers. Spector 
using role-playing and other techniques to determine their effect- 
iveness in changing the attitudes of the participants. The Attitude 
Test in Human Relations was selected as the evaluation instrument. 
In this test respondents are instructed to answer each question by 
checking on a scale their responses to selected human relations items. 
Generally, the findings indicated that there was sufficient attitude 
changes to warrant confidence in the effectiveness of this training 

8. J.B. Lasagna, "Case Study in Supervisory Training," Training 


and Development Journal, 21, 1 (January, 1967), PP. 29-27. 


9. A.J. Spector, "Changes in Human Relations Attitudes," Journal 
of Applied Psychology, 42 (1958), PP. 154-157. 
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approach for changing human relations attitudes. 

The Managerial Grid: The "grid" was developed by Blake and 
Mouton both as a managerial training device and as a technique 
for organizational analysis and development. It is intended to 
assist in the improvement of the interpersonal skills of organ- 
ization members as well as their decision-making and task-oriented 
competence. The grid can be used for illustrating how concern for 
people may pepeennined with concern for production in the organiz- 
ation content. Several studies have attempted to evaluate the 
utility of the grid for supervisory training. In one evaluation 
Blake and Mouton)? demonstrated changes in attitude among 56 man- 
agement and union personnel after training, using the grid. Sim- 
ilarly in an earlier study Blake and Mouton!! demonstrated attitude 
changes among Venezuelan and Indonesian trainees. A more compre- 
hensive evaluation of the effect of the grid training program was 
carried out by Barnes and Greiner! who found a number of major 

10. R.R. Blake and J.S. Mouton, ''Some Effects of Managerial 

Grid Seminar Training on Union and Management Attitudes to- 

wards Supervision,'' Journal of Applied Behavioral Science, 

2 (1966), PP. 387-400. 

11. R.R. Blake and J.S. Mouton, "International Managerial 


Grids,'' Journal of American Society of Training Directors, 19 
ClO GS BLE oon 25 « 





12. R.R. Blake et. al., “Breakthrough in Organization Devel- 
opment, '' Harvard Business Review, 42 (1964), PP. 133-155., 

L.E. Greiner, "Antecedents of Planned Organizational Change," 
Journal of Applied Behavioral Science, 3 (1967), PP. 51-58., 

L.E. Greiner, "Patterns of Organization Change,'' Harvard Business 
Review, 45 (May-June, 1967), PP. 119-130. = 





changes in the organization's operations, ranging from increased 
profits and reduced controllable costs to changed attitudes which 
were attributed to the impact of the training program. In yet 


13 suggested a number of attributes of organ- 


another study Greiner 
izations involved in successful organizational change programs. 
Smith and Honour!4 examined changes within a British factory after 
Phase I of ''Managerial Grid" training and compared these with con- 
current changes at a second untrained factory within the same org- 
anization. They wanted to ascertain how many people changed and 
in what direction and how extensive were the changes. A random 
sample of 40 of the 71 trainees were interviewed after training. 
The findings indicated some increases in communication and a trend 
toward more participative managerial values; however, the changes 
were not statistically significant. 

Management Training Laboratories: Laboratory training uses 
the forces inherent in a small group to increase a person's aware- 
ness of his own behavior and its affect on others and it is hoped 
that increased understanding of one's self and others will lead to 
more honest and so more effective human interaction. Sensitivity 
training hopes to break barriers hampering effective communications, 


alter power relations, develop new behavioral norms and establish 


1oawCrejinerwe0p eCit. ep eet i 9=130, 
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14. P.B. Smith and T.F. Honour, ''The Impact of Phase I Mana- 
gerial Grid Training,'' The Journal of Management Studies, 6, 
3 (October, 1969), PP. 318-330. 
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egalitarian relationships. Several studies have attempted to evalu- 
ate the utility of the grid for supervisory training. 


Bass l5 


examined the relationship between empathy, social sensit- 
ivity, and success as a leader in influencing the behavior of 
associates. Despite the conflicting and inconsistent results reported 
by a variety of empirical studies on the subject, it was suggested that 
one who is aware of the needs of others around him is more likely to 
be influential among his associates. 

Another study by Bass 16 sought to discover whether sensitivity 
and status was associated with influence merely because education, occ- 
upational and organizational status contributed equally to influence | 
and to sensitivity. Lower level supervisors with the most seniority 
and experience scored highest on sensitivity while the young higher 
level technically educated supervisors had the lowest scores, The 
author concluded that education alone, or status alone, did not Beene 
for differences in sensitivity scores. Another study by Bass!’ of 
the relationship between sensitivity and leadership suggested that 
despite his concern, the interaction-oriented manager is relatively 
superficial in his understanding of what is going on about him in the 
group. Also, his concerndid not induce any greater understanding 
on his part of group relations in comparison to the perceptivity of 


task or self-oriented members. 





15. B.M. Bass ''Leadership, Psychology and Organizational 
Behavior,” New York: «Harper, 1960, PP. 16/~172. 


16. B.M. Bass ‘Reactions of Twelve Angry Men as a Measure 
of Sensitivity Training," Journal of Applied Psychology, 
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18 also investigated what happens to supervisors during and 


Bass 
after training. He found that differences and predictable shifts in 
mood did take place, 

Summary 

The foregoing analysis of the relative utility of various techni- 
ques for meeting the objectives of training programs suggest the 
following: 

1) Lecture: In addition to it's simplicity, the lecture method 
was generally found to have the advantages of being efficient, versa- 
tile and economical, It was efficient because it gave the instructor. 
complete control over the learning situation; versatile because it 
could be used alone or to supplement and support other training 
methods including conference discussions and role-playing; and econo- 
mical because the lecture could be used to instruct large groups in 
short periods of time and free superiors and conference leaders from 
lengthy discussions, 

On the other hand, the lecture was generally shown to be the 
least effective method for developing supervisory skills and knowledge 
because it failed to provide the trainee with opportunities to 
practice new ideas or skills, does not provide for feedback of results, 
does not permit individual instruction, does not permit acti hGots 
instruction, and does not permit learning by emulation and identifi- 
cation with superiors and experienced supervisors, In addition to 
these disadvantages several additional drawbacks of the lecture 


method were suggested: 


18. B.M. Bass "Mood Changes During a Management Training 


Laboratory," Journal of Applied Psychology, 46, 5 (1962), 
PPi 361-364, 
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1. It developed rote memory and theoretical knowledge 

instead of understanding, 

2, It ignored the individual backgrounds and 

intelligence of trainees, 

3. It assumed that the lecture had the same 

meaning for everyone and that listeners 
would make their own applications. 

2). The Conference or Group Discussion: The literature suggests 
that conference training was effective for improving knowledge and 
developing analytical planning and communication skills because it 
encouraged active trainee participation and also teaches him about 
himself and othersthrough interaction with his fellow-employees. 
However, several studies indicated a number of disadvantages of the 
conference method, These suggest that like the lecture, the conference 
does not permit individual instruction, it does not permit continuous 
iNSELUCtION, if .does not permit learning by emulation and identifica- 
tion with competent superiors; it can be dominated by one or two 
individuals, and requires highly trained and qualified group leaders, 
Furthermore, the success of the directed conference was shown to 
depend on the trainee's prior knowledge of the subject and the confer- 
ence leader's preparation, Although it is effective for imparting de- 
tailed information, the directed conference is generally not recommended 
for developing supervisory skills and attitudes. Further, the problem 
solving conference was shown to be effective for developing knowledge 
of supervisors by permitting them to use their experience and intel- 


ligence to solve common problems. However, it was generally not 
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effective for developing supervisor skills and attitudes because it 
does not provide practice or emotional experience, 

3) Case Studies: In general, cases drawn from real supervisory 
experiences stimulated genuine interest and were therefore effective 
for developing knowledge of supervisory principles, However, the 
case study was not effective for developing supervisory skills that 
required practice which leads to the conclusion that skills, such as 
planning, organizing, coordinating, and directing the efforts of 
subordinates cannot be learned from this training technique, Further- 
more, case studies are time-consuming and not particularly suited 
to the training of new supervisors, 

4) Role-Playing: There was enough evidence to suggest that 
role-playing was effective for helping trainees understand others; 
it helped the trainee modify his attitudes toward subordinates, and 
provided new ideas of human behavior. However, it was demonstrated 
that the major disadvantage of role-playing was that the instructor 
could not control the extent or direction of learning and the trainees 
often did not take their roles seriously. This seems to suggest that 
role-playing should be used infrequently since it is not generally 


effective for training. 


Conclusions 

The analysis of the several training techniques discussed in 
this chapter suggest that mangement should: 

1, Use the Managerial Grid as an integrated set of theories 
about the management of production-people problems. 


2. Replace sensitivity training, which used the unstructured 
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T-Group, by laboratory learning designs that involve structured 
interaction performance under time pressure with results measured 
through quantitative indices ~ followed by periods of process 
review, critique and evaluation. 

3..Introduce a series of follow-up steps for application of 
what has been learned to concrete problems of work. 

4, Extend the time perspective for change from the idea of a 
short training experience to a development effort of several years. 
5. Change the organization culture by instituting values, 
norms, attitudes, involvement and commitment with the highest pos- 

sible integration of people into production. 
6, Utilize action research as the basis for measuring changes 
achieved and for continuously setting new directions of organization 


and individual growth and development, 


In general there seems to be enough evidence to suggest that 
the foregoing changes may help to make supervisory training more a 
part of the organization. 

In this chapter we examined the relative utility of various 
‘techniques for meeting the objectives of training programs and dis- 
cussed the advantages and disadvantages of each. The next chapter 
providés an overall evaluation of the current situation and suggests an 
approach for future research, An analysis at this level will develop 
several of the issues discussed in the previous chapters and in addi- 


tion, will examine some problems related to training which have not as 
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yet been examined, Furthermore, it will attempt to show how the 


supervisory training effort is intermeshed into the organization as 


a whole, Further, it will attempt to put perspective on the ultimate 


objective of training by examining certain aspects of several issues 


related to these questions. 
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CHAPTER VI 


AN OVERALL EVALUATION OF THE CURRENT SITUATION 


The purpose of this chapter is to provide an overall evaluation 
of the current situation and suggest an approach for future research. 
since it is essentially integrative in its perspective it will 
necessarily touch upon several of the areas discussed in previous 
chapters, However, a number of questions which have not been previous- 
ly examined will also be explored here, One objective will be to 
indicate how training might contribute to the overall goals of the 
organization, recognizing that this is, in fact, the ultimate objective 
of all training in organizations. In addition, this chapter will re- 
a risgmecone «Ole ene conc (usions that weresatrrived at in) earlier chapters, 
For example, it will reassert findings that have suggested that 
effective training bears a positive relationship to sound programs and 
practices in other areas of management. In other words, for training 
to be effective, there must be a favorable leadership climate, and 
poor management may make what would otherwise be effective training 


appear ‘to tbesineffective. 


Organizational Factors Affecting the Outcome of Supervisory Training 


Studies by several authors including House, Sykes, and Korman and 
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Jerdee have examined this issue in varying degrees. House“, for 


example, investigated the problem of lack of management enthusiasm for 
in plant training programs by evaluating the impact of making course 
completion requirements more rigorous and changing the method of 
instruction from the permissive conference leadership style to a 
more authoritarian asxanesl. It was found that the program using 
lectures and final examinations instead of the permissive conference 
method brought about a significant decrease in absences, and a sig- 
nificant increase in the number of trainees who completed the course, 
These findings may be interpreted as indicating that perceptions 

by participants of the increased importance management had attached 
to the training program operated to increase their interest and in- 
volvement in the course and therefore, presumably, to increase it's 
el Peccliveness. 

A study by Sykes? looked at (among other things) the relationship 
between the effectiveness of a training program and the pre-training 
sentiments of the supervisor, who participated in the program, toward 
more senior management, A major objective of the program was to 


ert eee ee 


1. Robert J. House, "An Experiment in the Use of Management 
Training Standards," Academy of Management Journal, 5 (April, 
1962), PP. 76-81., A.J.M. Sykes, "The Effect of a Supervisory 
Training Course in Changing Supervisors’ Perceptions and Ex- 
pectations of the Role of Management,'' Human Relations, 
CAucust. (1962)> PP. 227-243.) GAL shogmanvanda Homercee, 
Uivaluation of Ivaining,. Bersonne) Journal, 33,9) (february, 
1960), PP. 344-345. 


2. House, "An Experiment in the Use of Management Training 
Stancards =. sUpeoit. , PP../5-81. 


3. Sykes, "The Effect of a Supervisory Training Course in 
Changing Supervisors' Perceptions and Expectations of the Role 
of Management, " Op. Cit., PP, 227-243, 


69 


tO) prueresi! gaSr76) anlyiht a onfas seis Sanlutes pga 


- - ; 7 4 be 
“a ad > £ Pe rs x » _ : a i . 
201 GOR] Puli FislnSey ) in Boal 10 Wolcet”. Ors Galo gs Pee 


ten) gelwiaws inal y ot 





tA 5 


= a a pa . * - , Ae oe = 
lo. bows ar) na inte the Yoel? stom eiusupriagey ookrsl ques : 
Sa : 
: re ' Ss hsirra ; wet] aobdsesgeer P " 
« s ‘ - ‘ Ss i * $2 eee 
‘3 fT buiiien nétantivetiiue tem . 


teexs opi bee @egogsalh 
- : , t<¢ ia 7 tt iin >“ Soad® tdocasd ‘bodysm : 


- ; re ‘jo tedren 24) a) eapeienh oaeeiae 


ee a Sg ih Sa Pa ee yey FT ed 2 = 
=¥} 12 Fs Firty it F : J &SQU7SI0 ac wnal aoalbati nasidT 
tm 5 . a ‘ 5 oo aed : > ee e 
z fo lengli alo rag ga 
ot o - = a - ie ‘A 2 

oS Rip is =s6%¢ gnioles}o83 63 : 


o' st eanax ] dewirsw 4 Nm Siete aga ab sabeevlae : 
-_waskay asada 

ed (f iu Tope) de Baveel “gety? qe pbute B 

m ; edt - i aT aie noaiuad 


sd “ben Ph a ant , Profits i 4 + 0 z tno ooR - 


¢ : 3 . - = aw a ne +. "= - - 4 eo 
OF ar ; oo feiss 4 ,Inewegoram vorlagea os08 

. ~~ 7 ra Z 
. ~e 3 's-32ae 





— 





te ~ A ~ « - > ba! Pe a 
. , . 7 , [-2= o - : = tae 
nameenost lo Sno ORR GS aA" icant yisdan 7 F 


~ 


eliza) £ fargus?.. ae as ae Pg ey guinle ye sg 
WPI Vibgit <= ic ae ao Dal Shtvi SAA ecla-ey AT C5 
Bee ghatesesse1 's see res ahs z ‘atgneit ail dae eee 

RDe Sh LOR tot Bs ew ses th 36 


ue ‘ 





improve the morale of the participants. Sykes found that changes in 
the morale of participants was negatively correlated to the frequency 
of their contact with senior management. He also found that morale 
bore a negative relationship to personal characteristics of the partici- 
pants such as intelligence. However, as intelligence was positively 
correlated with the level of interaction of participants with senior 
management, he concluded that the determinate of morale was the level 
of contact of participants with senior management rather than the level 
o£ their intelligence, He concluded from this finding that the train- 
ing course increased dissatisfaction instead of improving morale because 
it failed to create similar role perceptions and expectations at all 
levels in the organization, This study also investigated the effects 
of group decision in changing group attitudes and behavior, The 
specific question investigated was the degree of permanence of a change 
arrived at by a group decision. It was found that group decisions 
concerning the importance of a change in the attitudes of the senior 
management were still held by 83 of the 97 supervisors when they were 
interviewed six months to a year after the decision was taken, These 
findings were essentially similar to those arrived at by Lewin in 
his investigation of the determinants of group behavior. 

The study which will be looked at next is somewhat related to the 
organizational determinants of the outcomes of training programs. 


The research was done by Korman and Jerdee” and demonstrated how a 
4, K, Lewin, "Frontiers in Group Dynamics," Human Relations, 
Te (1947 eee e425 


5. Korman and Jerdee, "Evaluations of Training," Op, Cit., 
PP, 344-345. 
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well planned training program can fail when the instructor does not 
have a thorough knowledge of his subject. The objective of the pro- 
gram was to develop participant's knowledge of management principles, 
their ability to apply a special analytical method of problem-solving, 
and an increased appreciation and sense of personal responsibility 
for their self-development. Trainee improvement was compared with 
improvement of a control group of supervisors who were similar in all 
respects to the trainees except that they did not take the training 
until after the evaluation had been completed. The measurements in- 
cluded a knowledge test, a case problems test, and an attitude scale. 
The instruments were administered to all trainees and to the control 
group before the training was started, and again after the trainees had 
completed the meen Compared to the control group the trainees 
showed significant improvement in their ability to apply the special 
analytical method of problem-solving, and in appreciation and sense of 
personal responsibility for self-development, On the other hand, 

they demonstrated only about as much improvement as the control group 
in their knowledge and understanding of management principles. The 
investigators then administered the management principles test to the 
instructors in an effort to determine the possible reasons for the 
disappointing showing of the trainees. It was found that the instruc- 
tors' knowledge was about equal to that of the average control group 


member who had not seen the textbooks or attended the training course. 
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It was concluded that although careful planning and effort had gone 
into the training course, it failed because the instructors had not 
sufficiently familiarized themselves with the material they were 
penchine This study indicated that organizational concern for the 
effectiveness of training programs should extend beyond the content 
and form of the program to the competence of the persons selected for 
leader or instructors in the program, 

Throughout this review of the literature, one factor which has 
been repeatedly mentioned or implied as a prerequisite for success of 
training programs is the support and encouragement given by top manage- 
ment and its acceptance of the content of the training programs. 

This concept has been labeled "Organizational" or "Leadership Climate" 
for the purposes of this study. Used in this sense, "Leadership 
Climate'' has several important aspects and raises a number of crucial 
issues. These issues pertain to the organizational environment in 
which the participants are located and the individual orientations of 
the participants and key members of the organization to the training, 
Our analysis of these issues will be continued in some depth in the 


following sections of this chapter. 


Organization and Personal Dimensions of the Outcomes of Training Programs 


Miner® showed that as far as changes in knowledge and attitudes 


were concerned, positive improvement resulted from participation in 


Teme Locde ao45. 


8, J.B. Miner, "The Effects of a Course in Psychology on the 
Attitudes of Research and Development Supervisors," Journal 
of Applied Psychology, 44, 3 (1960), PP. 224-232, 
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some forms of training. On the other hand, House”, in his investi- 


gations focused on actual changes in the job environment and showed 
no measurable positive effects in a study designed to measure job per- 
formance change. Compared with these findings, Sykes, Fleishman, 
Harris and Fleishman, Fleishman, Harris and cra age demonstrated that 
management training can produce such negative results as decreased 
morale among the trainees, higher turnover among the trainees, and con- 
flict with the trainees' superiors. House! suggests in a later study 
that the trainee may lack the ability, flexibility, or motivation to 
learn, accept, and put into practice the material presented in the 


training programs, In addition, particular situational characteristics 


may hinder the participant from applying the content of his training 


course to his work. For example the trainee may have limited authority, 


he may perceive that his superior will be hostile to behavioral change 
on his part, or he may perceive that organizational policy and 


philosophy contradicts the training program material. 
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Weeoykes, OP. Gil,, 2h. 22/-245.7,00 eClonman ye LeadclsnipeGlanale, 
Human Relations Training, and Supervisory Behavior," Op. Cit., 

PP. 205-222,., Harris and Fleishman, ‘Human Relations Training 

and the Stability -of Leadership Patterns, Op..Cit., Pra20-25., 
Fleishman, Harris, and Burtt, "Leadership and Supervision in 
Industry: An Evaluation of a Supervisory Training Program," , 


Op. Gd tar, yee) 410-425, 


11. Robert J, House, "Management Development is a Game," 
Harvard Business Review, 41 (July-August, 1963), PP. 130-143. 
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Several writers including Moon and Hariton, and Mahoney, Jerdee 
and Korman! examined pre-training and backeround correlates and 
found that all the positive effects of training were related to time 
in job, time in company, perceptions of authority, satisfactions with 
advancement, and satisfaction with job security. Moon and Hariton}3 
demonstrated that supervisors who are generally satisfied with their 
jobs change more in the direction intended by the training than those 
who are not satisfied, Similarly, Mahoney, Jerdee and Korman?“ found 
pre-training satisfaction of participants to be positively correlated 
with training effectiveness. Furthermore, where the effects of 
training programs were highly dependent on intergroup sentiments 
and relationships, it was found that the attitudes of top management 
operated as an important "hygiene" factor in determining training 
outcomes, Generally top management of the organization constituted 
an important reference group for those trainees who experienced the 
greatest amount of change. It was concluded that the trainees who 
wereemost Likely to. benerit Erom training are those who had already 
demonstrated an acceptance of the values of the organization and who 


felt secure in their position, Research by McClintock, Katz and 


12. C.G. Moon, and T. Hariton, “Evaluating an Appraisal and 
Feedback Training Program," Personnel, 35 (November-December, 
1958), PP. 36-41., T.A. Mahoney, T.M. Jerdee and A. Korman, | 
"An Experimental Evaluation of Management Development," Op. Cit., 
PP, 81-98, 


133, Moomland Haniton; tOpgeGLt. ,aPP.) S6=41,. 


14, Mahoney, Jerdee and Korman, Op, Cit., PP. 81-98. 
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Stotland, and Katz Sarnoff and MecTinpocken have confirmed the above 
findings and indicated that persons with low ego defensiveness will 
be more susceptible to change through such teaching methodology. 
Furthermore, persons with high initial job security and satisfaction 
with advancement incur the most change as a result of supervisory 
training, presumably because they perceive that training offers sig- 
nificant potential for increased satisfaction. This agrees with 


6 


Moon and Hariton's! study that satisfaction of trainees, although 
not the primary objective of training programs, does improve the 
effectiveness of the programs and may be a valid objective of train- 
ing. Similarly Sykes' 17 investigation discussed earlier in this 
section, suggests that there are times when the level of satisfaction 
of management personnel is not only a significant determinant of the 
outcome of training, but also functions as a determinant of stability 
in the organization. 

A study by Carroll and Nashi8 investigated personal characteris- 


LACsmandustLuationdimtactors whichemiont predict reéactaon tora 


management training program and provides additional support to the 


15. C.G. McClintock, "Personality Syndromes and Attitude 
Change, = Journal of Personnel, 26 °(195d), PP, 479-493 .~ 
D. Katz and EB. Stotland, ‘Preliminary Statement to a Theory 


of Attitudes,'" In S. Koch (Ed.) Psychology: A Study of a Science. 
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Vole LiL, McGraw-Hill, 1959.,D. Katze i. Sarnor. and Co MeGlintcck, 


"Ego Defence and Attitude Change,'' Human Relations, 9 (1956), 
PP, 27-46, 


EGy  Moonsand) Hariton, Op.) Cit7 eer. 36-41%. 
17. Sykes, Op. Cit., PP. 227-243. 


18, Stephen J. Carroll and Allan N. Nash, "Some Personal and 
Situational Correlates of Reactions to Management Development 


Training, "Academy of Management Journal, 13, 2 (June, 1970), 
BPE AS 7alo5. 
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findings Of thie previous research covered in this chapter. The 
peeeate covered in the training program included; the supervisors' 
job, determinants of behavior, communication skills, work analysis 
and performance standards, introducing change, problem solving, and 
performance evaluation and review. An instrument was developed to 
measure participants’ reactions to the management training program 
and their perceptions about certain aspects of their Roce their 
subordinates, their biases of the organization, the training and 
development climate, and the reward-punishment systems 5” 

Results of the study which indicate that reactions to manage- 
ment training programs may be quite specific, will be reviewed 
extensively below. 

Motivational Factors; The data showed that participants who 
were more interested in being promoted planned to use the training 
on the job to a greater extent than participants who were less inter- 
ested in promotion. Secondly, promotion oriented respondents 
thought that the training material was more applicable to their jobs. 
Thirdly, managers who saw a close relationship between their job 
performance and the reward system perceived the training program as 
being more applicable to their own jobs. Finally, managers who 
perceived a close relationship between job performance and salary 
increases planned to use the training program content on their jobs 
to a eréater extent than managers who did not perceive this relation- 
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Satisfaction with Situation; The participants who were more 
Satisfied with their pay and with the organization had more positive 
- reactions to the training program. There was a negative relationship 
between the participants’ opinion about the number of changes needed 


in the organization and their liking for the wekiine.c” 


Perceived Support for the Programs: The perceived support from 
the higher level manager for the program was related to perception 
that the aoe program was applicable and helpful, 22 

Rebaclver mpoptancesO. GUEDentL ©roplems: AS =the: degree of current 
concern about human relations problems increased, the liking for 
the program and perceptions that the program was beneficial increas- 
ed, On the other hand, perception that making proper decisions was 
of high current concern had a negative relationship to a feeling 
that the training was tae iuilles © 

Job Characteristics; Participants who believed the program 
was helpful to them in the performance of their job were also those 
who perceive that they had greater autonomy in carrying out their 
jobs. They also reported that they had greater te ldence on their 
Superioreand a ereater déevreesor control oven their subordinates. -* 

Personal Characteristics: Years of service with the company 


was significantly and positively related to a feeling that the 


training was helpful and that the number of previous management 


Dimelb ide Peel 92* 
Bay, Vsthity, Wy WE 


POMEL Amen e 1930, 
24, Ibid,, PP. 193-194. 


77 




















“ue ip _ 
/ : ; ‘ an jar 
i egsiyv off 63¢60!) 51630C 3a Sy 3se | tide ge leet ed ek 
svyisleog sam th: oar incest cies isthe Nee qoq siely a7eu baltsksak 


- eo » 


1if Peo} THis ays af b >is iy tee ey guiiigs ‘ees of enelinaee s 


PSbOSNn 603509 ve yf: 13 arse re © "‘atinnqtolotag alt amewied 
ras : 
: ibe mu 4 ’ } | Ped *€ sam * en 7 <p? 3 0 one at 
i d30o0 J SS eee 
solt>asueq o2 foxy © avy'TS } roene bevel tiutetd say 
* : - 1 > ae 
nroet’® anleias3 off gene 


ged ni : e Re _ - 9 7 “je>s twods” 6yesaoS 


~ Pol ; RB ¢ 25h mos got, a3 


y. Th > Kk oor [29%'t8D gla Yo™ 


, ly nial of Z by 1 od? 3an9 
r{ ' ai i 7 =e, 7 Egat 7 dal 
2 a f - b } ¥G oi] bi t) 4h iviqliad oaw 


sieiy 41 . at “xu ; € = y 3% yet? dads eviezieg ovlw 


sted’ ao sonoudinit ross: he! qed tet besroqey osle yor!” eae 


iy 


Ot wien itrvodus '56O0) % 1 Jo5 Ha be sgneh Yolncvis & bo yoltsyue 

yrene ad gigi sotyssa 20 acacY 2253393963 26741 Lusoned, 

ria aass elles * o: badaics eslsteng ban ylapsattamgge awe 
piriage 


tio ‘cieciiant, Bi: andi wis td how Lge ane 










4 im 






y ae? is 


-. rv 
id = mi : Ms = bd _ 7 7? ms = a ‘ a 


es 












S ‘ f “Te 
a 7 - . : _ 


Ke = 


courses was related to plans to apply the training on the job. Second- 
ly, there was a significant and positive relationship between age and 
concern over human relations problems, Finally, it was found that 
younger employees were more concerned about getting better organized 
and decision-making. 

This study as has been stated supports the other research re- 
viewed in this chapter by indicating that satisfaction with the job 
situation is an important determinant of reaction to training, and 
that satisfaction with the organization helps to determine whether 
a training program will succeed or fail in its objectives. As in the 
case of the other studies it also suggests that situational factors 
may interact with personal characteristics to determine either positive 
or negative reactions to training, Finally it suggests that if there 
is satisfaction with the organization there is a tendency to endorse 
and be satisfied with whatever the organization does, including it's 
training program. Thus, there was a tendency for individuals with low 
job satisfaction to benefit less from training then those with higher 


levels of satisfaction. 


SUMMARY 
The studies reviewed in this dissertation suggest that: 
1) In some instances an authoritative method of training may be 
more effective than a permissive approach such as the conference 
method, in decreasing absences, increasing course completions 


and improving the attitudes of participants. 
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2) 


3) 


4) 


5) 


6) 


7) 


8) 


The dissatisfaction of participants may be positively correlated 
with their intelligence, their contact with senior management, 
and their length of service. 

The effectiveness of training through the application of learned 
change is in some degree contingent upon the direction of change 
in the supervisors’ perceptions and expectations of the role of 
management. Furthermore, training can produce negative results 
by decreased morale and increasing turnover and conflict with 
superiors if the course fails to improve the attitudes and 
behavior of top management. This suggests that positive 
attitudinal and behavioral change hinges upon the general organiza- 
tional climate, 

The effectiveness of training is partially dependent upon the 
quality of the instruction. 

The greatest changes in participants' knowledge and attitudes 
are to be observed immediately following a training course, 
IMeresismltotlesevidence ot actualschange in) the job behavior 

of participants, although attitudinal and other changes were 
confirmed immediately following training. 

Training effectiveness depends to some extent on the trainees' 
ability and motivation to learn and utilize the skills, behaviors, 
and ideas acquired in the training program. 


Training is most effective for participants who before training, 


are satisfied with their jobs; have a high degree of job security; - 


are satisfied with advancement; perceive themselves as having a 
high degree of authority; and have longer time on the job and in 


the organization. 
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9) 


10) 


11) 


12) 
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Promotion-minded participants feel that training material is 
relevant and are more inclined to use skill acquired during the 
training on the job. Supervisors who see a close relationship 
between job performance and the reward system perceived that 
training is more applicable, and those who perceive a close re- 
lationship between job performance and salary increases will tend 
EOpuUSecH tne content of the training program on their jobs, 

There is generally a positive correlation between supervisors 
satisfaction with their pay and the organization and their 2 
actions to the training program. 

Perceived support from top management is related to perception 
that the training program is applicable and useful. 

Participants who believe the program to be more applicable to their 
job, perceive that they have greater autonomy in carrying out their 
job, greater influence on their supervisor, and more control over 


their subordinates. 


In general situational characteristics such as managerial attitudes 


and behavior, and organizational policy and philosophy may be contrary 


to the objectives of training and may prevent application of the 


trainees’ learned behavioral, skill, or attitudinal change in the 


job environment. In addition, the greatest amount of change was ob- 


served in those supervisors who had top mangement as a reference’ 


group, who accepted the values of the organization, who felt secure 


in their positions and where group cohesiveness was high. 


In this dissertation we have examined major issues related to 


the effectiveness of training programs in attaining short and longer- 
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range goals, While as we have seen, the vast amount of research 
that has been undertaken in this field has provided us with answers 
to several questions pertaining to the impact and effectiveness of 
various kinds of training programs, many other questions remain 
unanswered, For example, it is still unclear whether the changes 
which the program attempts to effect in the participant's behavior 
are determined from a valid analysis of the needs of the organization. 
It is also unclear whether the modes of behavior and the points 

of view learned in the program are consistent with what the partici- 
pants learn in their daily contacts with their superiors. In addi- 
tion, it was unclear whether the program design included methods 


for helping supervisors apply on the job what they learned, 
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CHAPTER VII 


CONCLUSION 


The principle objective of organizations in instituting train- 
ing programs at the supervisory level is to improve organization 
performance by changing the attitudes and behaviors of the super- 
visors, The studies reviewed in this dissertation suggest that the 
extent to which the organization will attain these objectives will 
depend on a number of factors other than the design and content of 
the training program, A number of these factors were identified in 
the studies that evaluated the effectiveness of training programs. 
It was, for example, observed that training objectives can be more 
readily attained if the participants in the programs had a sense of 
SEcuricys in thei n= j0ps, were=sabistiedswith thefprogress ¥theyshad 
made in the organization and were happy with the amount of authority 
and responsibility which their jobs afforded them. In addition to 
these more personal factors, other factors of a situational nature were 
shown to be determinants of the extent to which training programs 
met their objectives. For example, the organizational climate, as 
manifested by the policies and philosophies of top management, were 
shown to be related to the success of training programs. This is not 
surprising, as it is the attitudes and support of senior management 
that will, in part at least, determine whether behavior, skills and 
attitudes acquired during training persist after the trainees have 
left the training environment and are utilized in the actual perfor- 


mance of the job. 
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Training and Organization Outcomes 


The objective of training programs as stated above, suggest that 
training falls into the category of "people approaches" for attaining 
organization outcomes identified by Leavitt, Indeed Leavitt's con- 
ceptual framework for understanding the processes of change in organ- 
izations offers an explanation of why training, by itself, might fail 
to attain it's declared objectives. He suggests that four basic 
types of organizational variables interact to determine organization- 


al outcomes. These are: 


1) Task which refers to the production of goods and services, in- 
cluding the large numbers of different but operationally meaningful 
subtasks that may exist in complex organizations. 
2) Actors refers chiefly to people, but with the qualification that 
acts executed by people at some time or place need not remain ex- 
clusively in the human domain. 
3) Technology refers to direct problem solving inventions like work- 
measurement techniques of machines oF programs, 
4) Structure refers to the systems of communication, systems of 
authority, and systems of work flow. 1 

Mechanisins or programs structured around one category of varia- 
bles and arrived at bringing about specific organizational outcomes 
assume that the other major categories of variables are in harmony 


with, or at least will not impede the attainment of these goals. 


lL, Harold J, Leavitt, "Applied Organizational Change in Industry: 
Structural, Technological and Humanistic Approaches," in James 
G. March, Handbook of Organizations, University of California, 


Irvine, Rand, McNally & Company, Chicago, P. 1145, 
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The diagram demonstrates that these four variables are inter- 
dependent, as shown by the arrows, so that change in any one variable 
usually results in compensatory or retaliatory change in others. 

The studies reviewed in this dissertation were all ''people approa- 
ches" which attempted to change organizations by first changing the 
behavior of the organization's members. By changing human behavior 
it was felt that one could cause the creative invention of new 
tools, or one could cause modifications in the power structure. 

By either or both of these means supervisory training programs 

were expected to change human behavior which would, in turn, cause 
changes in task solutions, task performance, human growth and ful- 
Eiliment. 

"Technological" and "structural" approaches, in contrast, focus 
primarily on problem-solving mechanisms, sliding past the internal 
operations of the organization, and the processes by which new pro- 
blem-solving means are generated and adopted into the organization. 

Most of the studies dealt rather effectively with questions 
of affect and involvement, but avoided a key variable, "power". 

For example, several of the studies attempted to modify behavior 
by manipulating participation, while there was no attempt to effect 


change in senior management, This resulted in the supervisor having 
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two sets of attitudes; one for the training situation and one for 
the job environment. Other studies sought change through catharsis, 
with a specific lack of any follow-up action by trainers - a "power- 
free’ human relations approach, Still other studies used morale and 
attitude surveys which sought to effect change by feeding back 
aggregate data so that the power groups might then modify their own 
behavior. 

The short-lived effect of training could be attributable to the 
very anonymity of the process which represented an acceptance of 
the 'power'' status quo, The studies which dealt with sensitivity 
training tended to share some fundamental propositions about the 
nature of change in human beings and some techniques for effective 
change, These "pyower-equalization'' approaches placed major emphasis 
on affect, with morale, sensitivity and psychological security. The 
"power-equalization' approaches shared a normative belief that power in 
organizations should be manifested in encouraging independent decision- 
making, decentralization, increased communications, and participation, 
In contrast to many of the studies reviewed which used group-discussion 
techniques, the studies which dealt with sensitivity training dealt 
with the power variable directly. The core of the theory of group 
development was that the principal obstacles to the development of 
communication are to be found in the orientations toward authority and 
intimacy that members bring to the group. The fact that the learned 
behavior change of the participants was not retained when they return- 
ed to the job environment could be attributable not only to leader- 


ship, but other processes of the organization as well. These processes 
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must ensure that all interactions and all relationships with the 
organization of each member will reflect his values, and expecta- 
tions, view the training climate as supportive and one which main- 
tains his sense of personal worth, 

The lack of transferring the learned behavioral change to the 
job could also be attributed to senior management's assumptions of 
perfect rationality and it's suppression of affective elements. This 
and the traditional distributions of power and control tended to re- 
strict human growth and the full use of human potentials in the 
organizations, 

This seems to suggest that for training to be effective in 
achieving organizational performance, one does not either try to 
create high morale in order to achieve high productivity, nor does 
one pull back on work requirements enough to keep people happy. In- 
stead, the "integrated management'approach could jointly maximize 
concern for persons and for task requirements. This approach, how- 
ever, gives only partial recognition to the significance of non- 
human variables in organizational systems. 


"Power equalization" may provide a key concept and a first step 


in the theoretical causal chain leading toward organizational change, 


Furthermore, it may be a subgoal to creative change in structure, 
technology, task~solving, and task implementation. This concept, 
if adopted by training planners could provide a useful tool in plan- 


ning and implementing more effective training agendas. 
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Utilizing the "“power-equalization" approaches could also increase 
communication channels and the amount of information flow over them, 
to widen the distribution of information, and to change it's nature, 
To change it's nature the "power-equalization" approaches may encour- 
age the communication of effective as well as task information, 

In general, the power equalization models work to move groups 
toward consensual decision-making; however, since most decisions 
become meaningless unless they are supported, commitment to the 
training objectives becomes a necessary condition for effective 
decision-making. On this point, learned behavior change could, in 
all likelihood be transferred to the job environment more readily 
if decision points were lowered in an organization to the level of 
the group. 

Self imposed change may solve the problem of commitment of 
supervisors to supervisory training programs by avoiding the causes 
of resistance, It may also solve the manipulative weakness because 
it is self imposed, However, the tools needed to implement the 
"nower-equalization" approaches to supervisory training must be essen- 
tially motivational, While sensitivity training was shown to have 
important effects on the supervisors it touched directly, the job 
environment was’ often not supportive of changes started in the group. 
In addition the other human relations or "people approaches" re- 
viewed in this study were over-generalized in the sense that their 
developers felt that they were applicable everywhere, There are, how- 
ever, large task areas in organizations in which the criteria of 


flexibility and capacity to deal with unprogranmed problems is still 
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important. In these areas several of the ' 


amen ener noe ches! 
reviewed in this dissertation may still pemjerrivied: In more high- 
ly programmed task areas the criteria of effectiveness may be quite 
different. For example where speed, quantity of output and contro= 
lability are more important factors, the "people approaches" may 
have less relevance. In this sense the validity of the outcomes 

of supervisory training remdinSeascritical and difficult issue, 


Because of this the findings of the empirical studies reviewed in 


this dissertation have been problematic at best. 
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PONG Ome LORY >. UDY ON HE 
BremOGts OF SUPERVISORY TRAINING 


This study of Supervisors in the Civil 
Selrviccercontains tne) Oricinalirescarch 
material on which I based my analysis to 
identify the learned change of supervisors 
who participated in a training program 
which can be measured immediately follow- 
ing the training program. 
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A Neeeo OR LOR Yiol UDY ON THE EPR ECTS OF 
SUPERVISORY TRAINING 


The Problem and its Significance 
The object of this dissertation is the development of validation 
criteria and exploratory evaluation of a supervisory training 


program in a large organization. 


; Purpose, of the otudy 
To develop and validate a research instrument which may be 
used to evaluate the effectiveness of certain Human Relations 
aspects of supervisory training, through the identification of change 


in the supervisor's attitudes, knowledge and leadership behavior 


immediately following the completion of a training program. 


Major Objective 

The overall goal of this exploratory and descriptive study is 
to identify the learned change of the participants who have partici- 
pated in a training program which can be measured immediately 
following training and which may lead to the formulation of sugges- 


tions for further testing. 
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Description of the Supervisory Training Program 


Who Were Trained 


The trainees included in the present program were employed 
in first, second and third level supervision in various departments 


of the public service throughout the province. 


Basis of Selection 


1) Personally initiated demand for training by the Supervisors 


themselves. 


2) On the recommendation of the superior as a result of either 
a weakness in the supervisor's performance or as a planned 


development program. 


3) Selected by the departmental personnel officer either; 
a) by random selection, 
b) by geographic preference, 
Cymbpyrcxperience, 
A total of 4,000 Supervisors participated in the training 


programs out of which four hundred samples were randomly selected. 


From this sample sixty-nine were selected for evaluation from the 
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Edmonton and Calgary areas and evaluative data was obtained for this 
group. 

ihe averagesyear s,ofsexperienceun Supervisory, workas first 
line supervisors or higher was 8.5 years, the average years of ed- 
ucation was 14.8, the average age was 43.7; and the average 


experience in the publicicerviceswes .)3.2,years. 


Topics for Discussion 


The topics for the supervisory training programs were speci- 
fied for each day of the course and included motivation, communi- 
cation, personnel practices, performance appraisal and employee 
relations. However, the sub-topics within the foregoing topics were 
not specified. The emphasis on the course content of the programs 
stressed the practical applications to Human Relations in the Civil 
Service. Further, cases and methods used in the training program 
were based on prior experience. In addition, several sub-topics 
or problems experienced by the supervisors were included as part 


of the course content. 


In planning the topics and their details the trainers were in- 
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fluenced by their experience with earlier groups of trainees in the 
Civil Service. Generally, one day of conference time was devoted 
to each topic. 

How the Supervisors were Trained 

In total the series of programs had twenty-nine groups with 
fijteenspamiteipantsminieach, group, hor-the most.part the programns were 
one day in duration for a total of seven hours of instruction, group 
discussion and role-playing. The total number of hours involved in 
the programs was 3,045 with all of the sessions held on company time. 
Attendance was voluntary rather than compulsory; the incentives were 
based on the respondent's chance to get solutions to his specific 
supervisory problems. In other words, the emphasis was placed 
on the supervisor's opportunity for self-improvement. No grades 
or examinations were administered. 

Generally, the discussion method was used throughout the train- 
ing programs; no lectures were used; however, case study and role- 
playing was included in the training courses. In addition, psychodrama 
was employed as a training technique - that is, de-dramatization 
of traumatic experience in order to reveal the nature of the super- 
visor to give him confidence to handle himself - was an integral part 
of the programs. 


In essence the conference sessions were not directed by the staff 
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dielearrene officer to conform to a predetermined outline, instead, 
the instruction focussed on the problems of the individual supervisors. 
Summaries were prepared in advance of the training to serve asa 
Suid estorathe tconter ence leader. These included’several alternative 
cases and a quantity of resource materials which were prepared and 
distributed to all participants to be used as reference notes. 

Overall, emphasis was laid on case material with the conference 
leader acting as a catalyst rather than taking an active part in 
damectings treinathtotediscussion. eihat is,ether conference leéader* didnot 
attempt to force his own opinions on the members of the training group, 
instead, he directed and coordinated the group. In this way his central 
role was that of a resource person who was aware of the training pro- 


cess and acted as a catalyst in the process. 


Criteria tor valuation 


Scope and Limitations of Study: The choice of criteria for this 





exploratory study was determined by the definition of objectives sought 
in the training. 

ihe survey ofthe literature revealed several differentlevels or 
degrees of objectives, all of which seemed to be relevant for an ex- 
ploratory study of training. The survey of the tere clearly demon- 
strated, for example, that the immediate objectives of training may 
concern the achievement of specific knowledge, skills, or attitudes 


among those supervisors trained. 
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A second level of objectives discussed in the survey of the litera- 
ture concerned improved job performance of the supervisors participat- 
ing in the training program. In addition, a third level of objectives 
discussed in the survey of the literature concerned the desired impact 
upon organizational performance which might be measured in terms of 
growth, costs, returns, turnover, and other indices of organizational 
per eoumance | injonessensccestnesbirdslevel cfiobjectives woreanizational 
performance, was most meaningful because the overall goal of training is 
change in organizational performance. However, since organizational 
Peetorinaance icintluenced by many factors outside the realm of, the 
training program, the measures of organizational performance were 
not relevant for an exploratory study of this kind. 

This study was limited to the evaluation of the immediate objectives 
Of supervisory training concerning the achievement of specific 
knowledge, skills, or attitudes among those supervisors trained. 
Achievement of these immediate objectives was considered important, 
however, because of the assumed impact upon the job performance of 
those supervisors trained. In addition, without immediate changes in 
knowledge, skills or attitudes of the supervisors it would seem to be 
meaningless to evaluate the intermediate objective of training, or job 


performance change. 


One word of caution, however, logical relationships between 


achievement of the immediate objectives of supervisory training and the 


ultimate objective of changed organizational performance may not exist. 
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This fact was demonstrated in the review of the literature where it was 
found in several instances that changes in knowledge, skill, and attitude 
which occurred in a training program were not translated into either 
changed job performance of the supervisors or changed organizational 
ellectiveness. 

In sum the limitations of criteria based upon immediate train- 
ing objectives should be realized by the reader, and conclusions of 
efrectivenessslimited toitheyspecific measures employed. 

This exploratory study was concerned with determining whether 
or not that supervisors participating in a training program indicated 
any changes in their knowledge, skills, or attitudes as a result of the 
training program.  jThe programs did have other objectiveis besides: that 
of providing trainees with information which was likely to change their 
Human Relations aspects of their job such as work simplification, control 
systems, and planning. 

The research described in this study then, is an assessment of 
only several aspects of these programs and should not be construed as 
an overall evaluation of the training provided. 

A second point is the meaning attached to such terms as ''changes 
in knowledge, '',"'changes in skills," or ''changes in attitudes.'' When 
phrases of this nature are used in this exploratory study they are not 


intended to imply the type of major alteration in work procedures; 
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instead the changes in behavior and attitude referred to in this study are 
the anticipated small modifications in work behavior which may be with- 
in the scope of this study. However, based on prior evidence hence . 
in task distribution and production may be affected as the result of the 
attitude and behavioral change of the participant. However, these non- 
human relations objectives of the training program are beyond the 


scope of this study. 


Design of Exploratory ark 

The design approach used in this exploratory study involved 
applications of the instrument both before and after completion of the 
training to the trained group. 

Achievement of the experimental group was compared before and 
after training to measure the learned behavioral change associated with 


the training program. 


able el, Griteriasvor esting 
Results otethe Urainime root dain 
Objectives of Training Program Criteria 
To achieve significant improvement in: 
1. Attitude toward the employer. Attitude Scale 
2. Attitudes toward employees. Attitude Scale 


BrerwODroatistaction. Attitude Scale 
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4. Self-confidence in dealing with: Attitude Scale 
Understanding human behavior 
Decision-making 
Selecting employees 
Developing & improving employees 
Job evaluation 


5. Knowledge of; 
Human behavior 


Decision-making Supervisory 
Selecting employees Situational 
Developing & improving employees Scale 


Job evaluation 


6. Leadership Behavior in the job environment. 


Handling people * Leadership 
Decision-making Opinion 
Selecting employees Scale 


Developing & improving employees 
Job evaluation 
Overall job performance 


The program was evaluated in terms of immediately obtainable 
criteria and used the following evaluation instrument: 

A) Supervisory Attitude Survey 

B) Supervisory Situational Survey 


*%* C) Leadership Opinion Questionnaire 


* Note: This scale was validated but was not used in the study. 


** Note: This instrument was validated but was subsequently not 
used as a result of sampling problems. 
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VALIDATION OF THE MEASURING INSTRUMENT 


Validation of Supervisory Attitude Survey Questionnaire 

An attitude scale was developed to measure Human Relations; 
some items dealt with principles while others were concerned with 
every day supervisory practices. The attitude scale was constructed 
from 252 statements derived from various sources which included 
File Remmers, ''How Supervise?''’ Form A and B; Kirkpatrick's 
"Supervisory Inventory on Human Relations;'' and Castle's ''Attitude 


' From this list of 252 statements, 32 were selected; the re- 


Scale.' 
iatademmyeinocltinmeated cilher because Of predictability Or because they 
were thought to be leading questions. This selection process was 
carried out by asking a group of training specialists, most of whom were 
giving training in human relations, to select the items according to 
whether they were in agreement or disagreement with the statements 
validity. 

The resulting 32 statements were constructed into two scales, 
each composed of sixteen statements. After each statement was printed 
"strongly agree: agree: uncertain: disagree: strongly disagree.'' One. 


of the five judgements was to be underlined. The sixteen statements 


in the scales A and B are provided below in Table 2. 
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Table 2. Preliminary Attituderocale 


Scale A 


LO". 


biz 


A Supervisor is responsible for trying to see that his workers enjoy 
their work. 

Supervisors, since they cannot alter the higher policies of the firm, 
can do little to improve morale a their own departments. 

If Management asks a supervisor to make a change affecting some 
of his workers, it is a sign of weakness for him to discuss it with 
iivemworker s first. 

A good way of handling a dissatisfied worker is to report him to 
the management and let them deal with him. 

Mepeprimand is more eifective when given in itront of others. 

There are times when a Supervisor should not give all his workers 
PHeeconmme tr edtiivent. 

The Supervisor should try not to spend much time dealing with his 
workers! personal problems. 

It does not matter much what the workers are thinking, provided 
they are setting out production fairly well. 

The good supervisor is not afraid of making mistakes. 

The more the Supervisor takes the C.S.A. representative into his 
eoultidence, the better. 

A good way of dealing with slackers is to transfer them to jobs they 


do not like. 
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14. 


P: 


16. 


If a Supervisor loses the power to award increases in pay, he 
loses the only incentive at his disposal. 

If an offence has been committed and the Supervisor cannot find out 
who has done it, it would be wrong to punish the whole department. 
Most workers only come to work to get what they can out of it. 

If one worker complains about another, the Supervisor should re- 
fuse to listen. 

The Supervisor should not give orders so much as try to explain the 


reason why this or that action has to be taken. 


Scale 3B. 


L. 


It makes a lot of difference to the average worker how his Supervisor 
treats him. 

A good Supervisor will not confess to his workers that he has made 
a mistake. 

Most young workers of today have had too soft an upbringing. 
Sarcasm may be a very good way of dealing with young workers 
who disobey rules. 

The best supervisor is often the most unpopular. 

A supervisor should be able to handle his workers in such a way 
that he need not have the power of dismissing them. 

Most workers are secretly quite pleased when the supervisor 


slips away. 
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8. The supervisor should take the view that management is always right. 

9. There is no harm in a Supervisor having one of his workers asa 
close friend. 

10. The supervisor should always try to make clear to his workers what 
the management intends. 

T1. A good supervisor will not allow the C.S.A. representative to 
participate in any way in the running of the group. 

12. A supervisor should never make an exception. 

Pope itee Worker comes tO the supervisor angry about something, the 
supervisor should listen sympathetically to all his troubles, even 
if he thinks they are stupid. 

14. Since reducing costs is primarily the concern of management, the 
supervisor need not discuss this sort of thing with workers. 

15. One will never really get good discipline again until there is a 
que-que outside the gate. 

16. If one of his workers frequently comes in late, the first thing the 


supervisor should do is to find out why. 


A scoring key was constructed by asking members of the Develop- 
ment pitiston to classify each item according to whether it was in agree- 
ment or disagreement with the desired attitude. Using this approach, 
each item was considered either "positive" or "negative''. Endorsement 


of "Agree'' to a negative item is scored as one "error"; endorsement 
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of "Strongly Agree'' as two errors. Similarly for the positive items, 
"Disagree" is one error, and "Strongly Disagree"! is two. ''Uncertain" 
was not scored. 


The scoring key for both scales is included below: 


Item Strongly Agree Agree Uncertain Disagree Strongly Disagree 


1 (a 1 

2 Z. 1 

8) Z 1 

4 fe 1 

5 2 1 

6 ] 2 

7 Z 1 

8 2 ] 

2 1 2 
10 1 2 
il 2 ] 

We 1 2 
13 ] Z 
14 ia ] 
15 2 1 
16 i 2 


It was assumed, based on the evidence of a number of authors in 
the review of the literature that a high error score on an attitude scale 
may be associated with poor attitudes. On the other hand a low error 
score may be less valid, since it is often not difficult for the super - 
visor to guess which is the correct or desirable answer, even though 
he may in fact not agree with it. 

To compensate for the second-guessing effect, and predictability 
of the statements, Scale A was administered to a group of 17 super- 
visors before training and a different group of 18 supervisors after 


training. 
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The clusters of the responses of the two groups pre and post, and the 
difference in the clusters were analysed pre and post. Where both 
groups indicated a common agreement or disagreement with the state- 
ment, the statement was discarded from the questionnaire. Only 
those statements which represented a spread of attitudes pre and post 
were retained. See for example Appendix 3 for pattern analysis of 
statement responses. 

Similarly Scale B was administered before and after training to 
the two groups. For the first group Scale B was used as a pre test 
andhs cabeei mwa sausediassa poststests and for the second group Scale A 
was used as a pre test and Scale B was used as post test. Also see 


Appendix 3 for description of pattern analysis. 


Pattern Analysis 

Only those statements which indicated a spread of values from 
strongly disagree to strongly agree were retained for the attitude 
survey. 

The revised version of the Supervisory Attitude Survey is included 
in Table 3. Where responses obtained from the statements were 
consistent and pointed in the same direction (High degree of clustering), 
the statements were discarded. Finally, the Attitude Survey was 
administered to line management for their assessment of the validity 
of the instrument. See Table 4 which shows the summary scores 


and the preliminary attitude survey. 
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Table 3. Revised Supervisory Attitude Survey 


Please indicate whether you strongly agree with (SA), Agree with (A), 
are uncertain about (?), disagree with (DA), or strongly disagree with 
(SDA) the following statements: 


SA A 3 DA SDA 


1. A new employee's ability to do a given 
piece of work is always a sure sign 
that he is satisfied with his job and 
Dasepcemproperly placed: 


2 supervisor saould*be able ‘to 
handle his staff in such a way that 
he need not have the power of dis- 
missing them. 


3. A supervisor should encourage 
regular socialfactivities, such as 
Stermecir mie team, COlL, etc. , 
among his staff. 


4. A supervisor should quickly admit 
to his staff when he has madea 
mistake. 


5. A supervisor should try not to spend 
much time dealing with his staffs' 
personal problems. 


6. Attitudes are usually based ona 
careful study of the facts. 


7. Every member of your staff should 
be told frankly and quickly if his 
work deteriorates. 


8. Explaining the duties and responsi- 
bilities of your own job to your staff 
is a waste of time, as wellasa 
bad policy. 
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10. 


LB 


LZ 


ihe 


14. 


Ls 


16. 


UNE 


ES. 


19. 


20. 


. If an employee is not happy with his 


job at a low level, he will probably 
not be satisfied with a higher level 
job. 


Most employees are secretly quite 
pleased when their supervisor is 
not around. 


Most young workers of today have 
had too soft an upbringing. 


The biggest motivators for most 
of our staff are to be paid at the 
end of the month and to be told 
what to do. 


The biggest reason that employees' 
attitudes towards the Government 
deteriorate is that they don't feel 
they are paid enough. 


The more the supervisor takes 
the C.S.A. representative into 
his confidence, the better. 


The way a person is treated by 
his fellow workers is a big 
factor im whether be likes his 
job or not. 


You should never ask anyone to criti- 
cize his or her own work. 


Discipline means some form of 
punishment or reprimand for 
an employee's mistakes. 


You should tell your staff only 
what they need to know to do 
their sj0.be 


Any change in the public service 
has to start at the top and work 
downwards. 


There is no harm in a supervisor 
having one of his staff as a close 
personal friend. 
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Javlemt. oUmMmmary score of 
Preliminary Attitude survey 


Scale A Score Scale B Score 
1 -0.9 1 -1.9 
a +1.4 Z EOS 
3 eee * 3 +0.1 
4 sear kee 4 +1.4 
5 +1.4 5 ie 
6 -0.5 * 6 -0.7 
* 7 +O. 3 * 7 TOnZ 
8 Le 8 Or 7 
9 -0.7 a5 18) TORZ 
* 10 TOee 10 -l.l 
ay sel tA i +0.4 
12 TOUso iz FOL 
13 Sh, 74 15 SALSA 
14 +0.9 14 OMS 
15 FO. 7 Ws) oral 72 
16 -0.9 16 -1.2 


Behavioral Situational Response Survey 


Validation of Open-Ended Discipline Questionnaire 
A series of open-ended statements which measured the degree of 
supervisor ''Human Relations" orientation towards discipline was administ- 
ered to several groups of first and second level supervisors (see for example, 
Table 5). A pattern analysis was developed and scored by several training 
specialists and the writer. A modified five-point Likert Scale was used. 
A score of one designated very low ''Consideration"; a score of five desig- 


nated very high ''Consideration"; and a score of three designated neutral 


*Note: These statements were used in the revised supervisory attitude 

; survey. The rest of the statements above were discarded and 
replaced by statements that indicated a spread of values from 
strongly agree to strongly disagree. 
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"Consideration". In essence a Supervisor that was high in the Human 
Relations aspects of his job was considered high in ''Consideration". 

A Supervisor who was highly "task" oriented was considered to be low 

in "Consideration". Similarly a Supervisor who demonstrated responses 
of an Authoritarian leader was considered low on ''Consideration". The 
pattern analysis of the eight open-ended statements selected for the 
discipline questionnaire are included in Appendix 3. The frequency 
distribution of responses obtained from these statements show a con- 
sistent spread of values from high 'Consideration" to low "Consideration", 
and were therefore considered a reliable measure of the Supervisor's 
orientation towards discipline (see for example Table 6 for Summary 

of Analysis). As a final validation check, the instrument was adminis- 
tered to a group of middle managers for "authority evaluation by projection" 
to determine how the superior perceived his subordinate supervisor 


should react to the situation. 
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Table=> DISCIPLINE QUESTIONNAIRE 


The Government introduces a new regulation; after 2-3 months 


you find that most of your staff are disregarding it. 


Your ''boss'' gives you a bawling out in front of some of your 
staff. 


Two of your staff have had an argument during lunch time. 


You need both of them to work together to get an important piece 


of work out this afternoon. 


One of your long-service employees who is a good worker 
appears to be wasting time. 


One of your employees insists in doing a job in his own way, 
even though you have told her the preferred way. 


One of your most conscientious employees returns from 
lunch an hour late: 


Your steno asks for the afternoon off because her mother 
has just gone into hospital. You tell her you can't afford 
to let her off, but she is absent anyway. 


One of your staff has a suspicious pattern of one day casual 
sick leave absences before or after long weekends. 
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5) 
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Validation of Open-Ended Communication Questionnaire 

A series of open-ended statements which included measures of ability 
to appraise the subordinate supervisor's performance and motivation was 
administered to several groups of first and second level supervisors ina 


manner similar to the validation of the Discipline Questionnaire. 


able sO. 


Situational Survey 
(Discipline Questionnaire) 


Cumulative Adjusted Frequency 


Percent on the Consideration Dimension 


Low Consideration 
High Consideration 


Low Consideration 
High Consideration 


Low Consideration 
High Consideration 


Low Consideration 
High Consideration 


Low Consideration 
High Consideration 


Low Consideration 
High Consideration 


Low Consideration 
High Consideration 


Low Consideration 
High Consideration 


47. 
BZ. 


42. 
53. 


bo. 
. 0% 


44 


BD 
- 6% 


66 


42 
58 


EM 5 
5 Sh 


62 


54. 
45. 


BO: 
.0% 


50 


A 


8% 
2% 


0% 
0% 


0% 


4% 


0% 
0% 


5% 


2% 
8% 


0% 


pattern analysis was developed and the statements were scored by the 


124 


ee | 







a 
vrixinccitgoul muliseiquexite) bedad-nsqO to BoABe 


Miss 30,4 00e Gem: belbulsar dosdw einarccteirge hobae-nmeqge Ie asi 19a 7 


Pr 


: | ; 3 A ‘ - ; 3 Sire 
MEAN Ars bu vonsmcntiog a seeivasgque cisaibredug pin oniet 
an) 7 > ; : 







_ 
7 
> 
, 


Was) 


traminesotticemc ranidethe writer -aiim alliother wespectsithe Pattern 
analysis was conducted in the same manner as the foregoing 
discipline questionnaire.’ Because of space limitations; this 
analysis was not included in the study. However, the methodology 
used was identical to the validation of the discipline survey. 

see Appendix I for an example of the revised situational response 


survey and the scoring key. 
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Validation of Leadership Style Questionnaire 

The Leadership Style Questionnaire was designed to measure the 
style of Weeder ship a Supervisor employs in the job situation both prior 
tOsLDaiming 2nd the indicated impact or Change in style as a result 
of being subjected to a training program in Human Relations, which 
may in turn change his approach to the Human Relations aspects of 
his job. 

The final version of the questionnaire was developed from an 
initial seventy-two statements selected by a committee of trainers on 
the basis of reliability and freedom of predictability. In addition, the 
statements were administered to a group of supervisors prior toa 
training program and scored on the five point Likert Scale. A score 
of one was assigned to ''Dictatorial"; a score of two was assigned to 
'Benevolant Autocrat''; a score of three was assigned to ''Neutral'; a 
score of four was assigned to ''Democratic"'; and, a score of five was 


"AS a final validation of the evaluation 


assigned to ''Laissez Faire.' 
instrument, the questionnaire was administered to a selected group of 
middle-managers for "authority evaluation by projection". The leader - 

ship opinion questionnaire in its revised version contains 40 parallel 

items and is filled out by the supervisor himself. The score was transform- 
ed to two reliable and factorially independent dimensions called ''Consider- 
ation" and "Initiating Structure" to follow the trend of both the 


attitude survey and the situational survey. The leadership opinion 


questionnaire is thought to reflect the supervisor's own attitudes about 
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how work groups should be led. The 40 items in the questionnaire 
consist of twenty-six on the "Consideration" dimension and fourteen 
on the'Initiating Structure'' dimension. Because of administrative and 
sampling problems, this questionnaire was omitted from the study. 
However, a validation analysis was performed and is included in 
Appendix 3. A summary of responses to this analysis is included in 
Table 7. The revised leadership opinion questionnaire can be seen in 
Appendix 1 of this study along with the scoring key which is considered 
reliable for further evaluation of human relations training programs. 
Table 7 below shows the methodology used in selecting the 40 items 
for the final version ofthe questionnaire. Generally the statements which 
demonstrated the greatest spread of values from low to high consider - 
ation were retained; the statements that did not demonstrate a spread 
of values were considered suspect and discarded because they were 
not considered reliable measures in terms of predictability. 

Table 7, column 3 shows the percentage low consideration; column 
4 shows the percentage of high consideration; and column 5 and 6 show 
the direction of the responses, whether in the direction of high consid- 
eration oraway from it. Of the 56 items, 34 show high consideration 
without intervening training which may indicate that the majority of 
supervisors are relatively high on the consideration dimension without 


the training effect. Column 2 indicates six additional items that may be 
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suspect because of a lack of spread of values from high to low consider - 
ation and possibly should be deleted from the questionnaire. 
Tablet. Percentage Responding Low ''Consideration" 


and High ''Consideration" on selected Human 
Relations Items (Validation Analysis) 








Item Low High Direction of Responses 
Consideration Consideration Toward Away from 
Adjusted Adjusted is bes Oy, Hac. 
Eoreqnency Mrequency 
(Percent) (Percent) 
l Zz 3 4 5 6 
yy x 9570 el) Xx 
* 2) aX 4.4 Diamo Xx 
* 3) Xx 0.0 100.0 Xx 
4) 33.6 bors x 
5) 41.1 bong xX 
6) Zao 47.4 Xx 
7) Z5e0 CORO x 
8) X are 9559 x 
vA] 1620 Sones x 
10) ; 3553 Tay. (/ x 
11) x O70 100.0 Xx 
12) x 9.1 S10) xX 
13) Sue) plas xX 
14) Xx 0.0 LO050 Xx 
15) Xx 0.0 O20 
< 16) Xx 13256 86.4 x 
17) 56.5 43.5 X 
18) 65.0 Sa) Xx 
19) 81.8 18.2 Xx 
20) Syahs 41.2 Xx 
21) OUG & She Xx 
oe) Xx Shs) 80.5 x 
23) 86.4 Safe x 
24) 47.1 aud) x 
* 25) x Se 2) 90.5 x 
26) 20.0 80.0 x 
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Tables 2 Continued! 


27) 50.0 50.0 x 4 
28) 23.5 76.5 x 
29) Was 8356 x 

* 30) x 0.0 100. 0 x 
31) X 100. 0 0.0 x 
32) 15.0 85.0 x 

* 33) X 0.0 100.0 x 

* 3.4) x 0.0 0.0 

* 35) X 0.0 100.0 x 
36) 83.3 16.7 x 
37) 46. 6 53.4 x 
38) 45.4 54,6 RK 
39) 40.0 60.0 me 

* AO) ee 0.0 100. 0 x 
41) 26.6 es oe 

* 42) x aT 96.3 x 
43) 75.0 25.0 me 
AAy oi, 4 78.9 x 

A5) 88.3 ie me 
46) 50.0 50.0 Me x 
47) 68.4 31.6 x 
48) X 0.0 100.0 x 
49) TOGz 23.8 a 
50) 81.5 18.5 ne 

*51) x 0.0 100.0 ne 
52) 55.0 45.0 x 
53) 55.0 45.0 x 
54) 52.4 A7. 6 x 
55) 68.8 Bile? 
56) x Ore 8.3 x 
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EVALUATION OF EXPERIMENTAL GROUP 


Supervisory Attitude Survey 


Procedure: A measure of attitude toward various aspects 
of the supervisory work was developed and administered to the 
trainees in the usual pre and post test design. These measures 
included: Attitude toward job satisfaction, attitude toward 
discipline, attitude toward social activities, attitude toward 


routine administrative functions, 
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attitude toward interpersonal relationships, attitude towards imposing 
one's wishes on others, attitude towards communication, attitude 
toward advancement, attitude toward pay as a motivator, attitude toward 
group interactim,attitude toward dissemination of information, and 
attitude toward organizational change. The responses of the supervisors 
were catagorized from strongly agree, agree, uncertain, disagree and 
strongly disagree. The responses were then scored by a group of 
training officers using a modified five point Likert Scale; and transform - 
ed to the ''Consideration" and Initiating Structure" dimensions. Very 
low consideration received a score of one; low consideration two; 
neutral consideration three; high consideration four; and very high 
consideration five. The 'Initiating Structure'' dimension was scored 

in the same manner. For the purposes of this study, a high score on 
the ''Consideration" dimension characterized supervisory behavior 
gacitcativerol iriendship, mutual trust, réspect, a certain warmth 
between the supervisor and his workers, and consideration of their 
feelings. A low score on this dimension indicated that the supervisor 
was more authoritarian and impersonal in his relations with group 
members. Generally this dimension was thought to come closest to 
reflecting the "human relations" aspect of group leadership. The 
"Initiating Structure'' dimension reflected the extent to which the 


supervisor defined or facilitated group interactions toward goal 
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attainment. A high score on this dimension characterized supervisors 
who played a more active role in directing group activities through 
planning, communicating, scheduling, criticizing, and trying out new 
ideas. 

After the supervisors had completed the questionnaire, their 
responses were examined statistically to determine whether there 
were groups or clusters of items which tended to be highly related and 
which demonstrated change in the direction of improved "Human Re- 
lations" attitudes. In this study the frequency distribution demon- 
strated that clusters appeared with sufficient clarity in both the before 
and after responses to be analysed, both independently and as part of the 
total score. The methods used in defining the clusters and their 
interpretations are discussed in detail below. 


Results: Table 8 shows the mean change-score, the mean, the 


——_——. 





variance, and the standard deviation. The results showed a mean 

socre of 195.5 before training with a mean score of 198.5 after training; 
a mean change score of +3.0. Similarly, the standard deviation score 
prior to training was 28.1, with a standard deviation score Olesen 

after training, a positive change of 3.8. It is clear from Table 8 that 
no significant differences exist in mean scores before and after training 


period. Furthermore, the change in the standard deviation is not 
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significant. Since the study did not include a control group, it is 
difficult to determine if the mean scores would not have been signifi- 
cantly different on dhe sao group indicating adequate matching. 
The data would seem to suggest, however, that the intervention 

of training in some way affects the stability of Bis er sete attitudes. 
Although the eos means are not Watiea\ly significant before and 
after training, there is apparently a differential effect of such train- 
ing on the attitudes of different supervisors within the trained group. 
This is discussed in the following description of the magnitude of 


attitude change. 


Supervisory Attitude Survey 


PRE SCORE (X - U)4 


1) Z0cte 2 wl95"5 = (6. 5) L225 
2) 186 - 195.5 = 69. 5 90.25 
3) 20d B05. = (5.5) 30.25 
4) P09 ee) Ob. = ne ae 182.25 
5) lgae = 105.55 = (2 ines)- 132e26 
6) ee eg Cr ye (-13. 5)° 1s2e25 
7 246. - 195.5 = (50. 5) 2550.25 
8) 220. =" 40635 = (24. 5)@ 600.25 
9) 204 .- 19895 = (8. 5) T2025 
10) ey a) PS a8 (ems) - 110.25 
11) 16g. <= 195.5 = (-28.5)4 812.25 
12) 2d 195.5 = (15. 5)2 240.25 
13) 212) = 9525 = (16, 5)4 272.25 
14) 150° = 195:5 = (45. 5)4 2070.25 
15) 2300 = = G55 = (36. 5)4 1332.25 
16) 1442 - 195.5 = (53. 5)2 2862.25 
17} 218 = 195.5 = (17. 5)4 306.25 
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Supervisory Attitude Survey Pre Score ''Continued" 





18) 2686-19585 = (42. 5)2 1806. 25 
19) lode. 19565 = (-34, 5)4 1190. 25 
20) 66a -. 19545 # (-29.5)4 370925 
3911 15755. 00 
NMeans—aml 75.5 
Variance = 15755, 
20 
= 787.75 
Standard Deviation = Vote 
= fae MO 
Supervisory Attitude Survey 
POST SCORE (X - U)? 
1) 21S eee L908. 2 (14. 5)4 210NZ5 
2) (e4mee O85 2 (-14.5)4 210.25 
3) 2060) 2) 819825 = (7. 5)2 56. 25 
A) “AS eas x (9. 5)4 90,25 
5) 195 6- ) 198.5 = (-3. 5)4 12.25 
6) Ome en OS G5 = (22. 5)4 506. 25 
7) 245 eS = (46, 5)% 2162.25 
8) 23] Meee os es = (32. 5)% 1056. 25 
9) 2 Ome eee 9S ot = (11. 5)4 Is 2n25 
10) 1930 6-2 19875 - (-5. 5) 30.25 
11) hiv aie : (e255 ic 650825 
12) 22 Caen Og hs = (21.5) 462.25 
13) 2138 = 198.5 = (19. 5)2 380.25 
14) Wags Te Kohn = (-44, 5) 1980, 25 
15) 244 - 198.5 = (45. 5)4 2070. 25 





Supervisory Attitude Survey Post Score "Continued" 





= (-60. 5) 

= (5. 5)2 

= (50. 5)4 
= (-54, 5)4 

= (-34. 5)4 


Variance 


Standard Deviation 


(Summary) 


3660. 

AO), 
(aye) OF 
LIA: 
1190. 


20411. 


= 20411. 


20 


Zo 
25 
25 
25 
he) 





00 


= L020, 


D5 


= il 20355 


= 31594 


Comparison of Supervisory Attitude 


Scores for Supervisors with 


Intervening Training Sessions. 


16) i ome 198.5 
17) 204 - Loveys) 
18) 249 =- 198.5 
19) 144 - 198.5 
20) 164 - 198.5 
3969 
Mean = 198.5 
Table 8. 
Group Leadership 
Dimension 
With Consideration 
intervening 
training 


(N=69) 


Mean Before Training 
Change Mean Var. S.D. 
Score 
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Magnitude of Change: Table 9 shows the magnitude of change 
attributable to the training program in summary form. For example, 
see appendix two of this study which contains twenty items filled out 
by the supervisor himself; Seventeen questions are scored on the 
"consideration" dimension and three questions are scored on the 
"initiating fame dimension; the statistical analysis includes the 
aneOMitemrequency percent wthne relativertrequency percent, adjusted 
frequency percent, and cumulative adjusted frequency percent. 

The summary of net cumulative adjusted frequency percent change 
on the''consideratior'and''initiating structurd'dimensions shows the 
improvement on each of the twenty items in the supervisory attitude 


"consideration" indicative 


survey. Ten items suggest an increase in 
of an improvement in human relations attitudes; six items suggesta 
decrease in ''consideration" indicating that the supervisor is more 
authoritarian and impersonal in his relations with group members. Two 
items indicate an increase in''initiating structurée'which would seem to 
suggest that the supervisor demonstrates a desire to play a more 

active role in directing group activities through planning, communication, 
scheduling, criticizing, or trying out new ideas. The final two items 


indicate a decrease in''initiating structur¢'which suggest that the 


superior has become less task oriented as a result of the training. 
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The largest net improvement was made on item 17; attitude 
toward discipline. The lowest net improvement was made on item 
19; attitude toward organizational change. Generally there seems to 
be enough evidence to suggest that if a supervisor is high on the 
"consideration" dimension before training, he will be considerate 
after training. Since there was an improvement in 50% of the "'con- 
sideration" items; a decrease in 30% of the "consideration" items; 
and increase in 10% of the' initiating structure items, and a decrease 
in 10% of the'initiating structurd'items, the evidence is inconclusive 
and does not allow any conclusions. 

Table 9A shows the percentage of high"'consideration'respo nses 
from the point of view of the "consideration" dimension alone for the 
pretest, post-test, cumulative frequency change percent, and the 
direction of change toward high''consideration'or away from high 


consideration.’ Of the 20 items, 12 show movement toward higher 


‘consideration'responses, and 8 items show movement away from 
higher''consideration'’responses after training. The 12 positive items 
presumably showed changes as a function of the training; however, the 
magnitude of the change was not significant except with item 19. There 


seems to be sutficient evidence to suggest that if a supervisor is high 


on the''consideration'dimension before training, he will be high on the 
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consideration'dimension after training; see items (1,4,5,8,9, 10, 
Woe MS Takats OOS) pe 

In sum, the findings generally do not indicate that there was 
sufficient magnitude of attitude change in the direction of higher"'con- 
sideration''to warrant confidence in the seminar's effectiveness in 


changing human relations attitudes. 


a bles. Supervisory Attitude Survey 


Summary of Scores Net Cumulative 
Adjusted Frequency 


Percent Change On tiie 


Consideration and 
Initiating Structure 


Item Dimensions 

1) Attitude toward job satisfaction eens 

2) Attitude toward authority -2.0 

3) Attitude toward socialization =5, ] 

4) Attitude toward downward communication pee 8) 

5) Attitude toward interperson relationships 5.0 

6) Attitude toward information flow ea -6.8 

7) Attitude toward imposing one's wishes others -3.2 

8) Attitude toward communication eds 

9) Attitude toward job motivation ales 10) 
10) Attitude toward group interaction +4,4 
11) Attitude toward cultural background * +0. 6 ieS. 
12) Attitude toward pay as a motivator 2. 2 
13) Attitude toward interpersonal needs Lien |, 
14) Attitude toward dissemination of information +8.2 
15) Attitude toward group interaction -1.0 
LO ttitucdestoward: critacism * §=3.5 tS 
17) Attitude toward discipline Sip ela) US ey 
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Table 9. Summary of Scores ''Continued'! 


18) Attitude toward communication a She) 
19) Attitude toward organizational change 1726 LS: 
20) Attitude toward vertical interaction -3.5 


Note: Positive (+) frequency percent change signifies an increase 
in Human Relations attitudes after training. 
Negative (-) frequency percent change signifies a decrease 
in Human Relations attitudes after training. 


Table 9A, Percentage of Supervisors Responding 

oe a High "Consideration" on Supervisory 
Attitude Survey Pre & Post Test with 
Experimental Group. 





Item Pre- Post- Cumulative Direction of Change 
est Lest Erequency, Toward Away from 
(percent) (percent) Change Higher Higher 

. (percent) Consid. Consid. 

1 2 3) 4 5 6 

1) (221) fos % oe x 

2) Sy aee 8) Ue -2.0 xX 

3) eel 68.0 =e x 

4) 74.0 Goe0 coaesae) Xx 

5) Sn oaee's) a ee) x 

6) Das Al. 9 -6.8 Xx 

7) 94.4 Oe No ae x 

8) TOno 31.5 clei <f x 

9) 74.0 oe tL. 0 Xx 

10) 58.4 ofapns +4,4 x 

Hl) 44.0 43.4 -0.6 x 

TZ) 76.0 (Goune 13 Ae? Xx 

13) 260.9 CSET aaah x 

14) Dog Syne) Ome xX 

£5) D Zit Spies. -1.0 x 
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Table 9A "Continued" 


17) 78.0 44.7 e383 x 
18) Ola 96.6 $5.5 x 
19) 19.2 SOM g meal ie £6 x 
20) 40.5 AR 50 x 


The Supervisory Situation Survey 


Procedure: The test presented sixteen open-ended judgmental 





situations involving problems in discipline, communication, 
motivation, interpersonal relations, and leadership. The Super- 
visory Situation Survey was employed to help measure the results 

of the supervisory training and produce scores which would indicate 
an individual supervisor's basic concept of the supervisor role. 

It also attempted to indicate the extent to which the supervisor 

felt different methods should be used in his own job situation. 
Production-minded '(task-oriented) responses were separated 

from people-minded" (human relations) responses to typical super- 
visory situations. These responses were translated to a Human 
Relations index using the same scoring procedure as the Supervisory 
Attitude Survey. Because of the nature of the items, the “consideration” 
dimension was used alone rather than in conjunction with the 
"Initiating Structure'' dimension. Very low "consideration" was 


{tf 


assigned a score of 1; Low “consideration" 2; Neutral ''consideration!! 


3; High "consideration" 4; and Very high "consideration" 5. 
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A high score on the consideration dimension characterized 


supervisory behavior indicative of friendship, mutual trusteanespect, 


141 


a certain warmth between the Supervisor and his workers, and consid- 


eration of their feelings. A low score on the consideration dimension 


indicated that the supervisor was more authoritarian and impersonal 


in his relations with group members. It was suggested by a number 
of authors that aie. dimension came closest to reflecting the 
"Human Relations" aspect of group leadership. 

The Supervisory Situation Survey was administered before and 
after training to 69 supervisors to determine the net changes in 
attitudes cee may have resulted from training. After the super- 
visors had completed the open-ended questionnaire their responses 
were examined statistically to identify and determine the extent 
of change in the direction of improved "Human Relations! attitudes. 

In this test, as in the former, the frequency distributions 
demonstrated clustering with sufficient clarity in both the before 
and after responses to be analysed both independently and as part of 
the total score. The methods used in defining the clusters and their 


interpretations are discussed in detail below. 
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Results of Supervisory Situation Survey: In this test the 

ee eee ee ee eae) ee On LOL UE V EY ot 
average results for the 69 supervisors revealed a marked difference 
in human relations attitudes from those which prevailed before the 


training. The training indicated positive change and showed ex- 


tensive progress in terms of the Human Relations Index from an imm- 


ediate point of view. 

Table 10 shows that the mean score of the pre test was 146.8 
compared with a post test of 205.4 after training. The variance 
before training was 1471.1 compared to a post test variance of 
1911.6. The standard deviation before training was 38.3 compared 
with a post test of 43.7. The results of this evaluation may be 
viewed as largely positive in terms of changes in mean behavior 
and attitude scores resulting from training. However, a completely 
positive conclusion must be qualified since no control group was 
used to compare for adequate matching. Furthermore, since follow- 
up testing was not carried out, there was no evidence to suggest 
that the learned change would persist over a period of time. 

Supervisory Behavioral 
Situational Survey 


PRE SCORES (X-U)# 
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Ayer 196 x 147 2 (49) 
5157 : 147 = (10)4 
oyeen 144 = 147 : (Psio 
7) 146 - 147 = (-1)¢ 
By eer 106 : = (49)4 
9) 143 = 147 = (-4)4 
10}? 119 = 147 = (-28)¢ 
Tyee 0 = 147 = , 

12)" 130 = 147 2 (-17)4 
r3\). 128 zs 147 = (-19)2 
14) Oi : 147 = (-70)2 
15 \te 050 : 147 = : 
16) 79 147 = (-58)4 

2055 
Mean = 146.8 
Variance = 


Standard Deviation = 


Supervisory Behavioral 
Situational Survey 
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ROOST SCORES |) Continued!’ 





ao pee eS 205 = (47)4 2209 
oe ay ES 205 = (-25)4 625 
10) 190 Z 205 = (-15)4 225 
11) 0 2 205 = 
2) Addo4 z 205 = (-11)4 12] 
18) Ado? - 205 = (-38)4 1444 
11) el 24ide t- 205 = (-81)2 1561 
15) 0 : 205 = : P 
16) Atl2lade « 205 = (-84)4 7056 
2876 26762 


Meane= 1205 54 


Variance 26762 


14 
= 1911557 
Standard Deviation = LODE 7 
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Tablegl Ot (Summary) 


Comparison of Supervisory 
Situational Scores for Supervisors 
with Intervening Training Sessions 


Group Leadership Mean Before Training iter. beaming 














‘Dimension Change Mean Var. S.D. . Mean Var. S.D. 
Score 
With Consideration +58. 6 IsOme mid We5S.5) 205.4 1912 “43.7 
intervening 
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(N=69) 
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Behavioral Situational Survey Pre and 


toward job performance 
toward personnel regulations 
toward performance appraisal 
toward discipline 

toward communication 

toward group maintenance 
toward authority 

toward group maintenance 
toward job motivation 

toward delegation 

toward job satisfaction 
toward discipline 

toward task leadership 

toward interpersonal relations 
toward communication 

toward discipline 


Supervisory Situational Survey 
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ables line “Gontinued, 


7) 62.9 12.5 +50.4 x 
8) 34.0 3.8 AE, x 
9) 35.0 8.4 +26. 6 x 
10) 59.5 8.4 $51.1 x 
11) “ - P 
12) 55.0 2.8 a ee x 
13) 40.0 4,4 +35. 6 x 
14) el 36.4 +40. 7 x 
15) 2 : 

16) TEM 40.0 +33, 6 x 


The data were then examined to identify items on which 
differences were obtained between pre and post test. Table 11 
shows the cumulative adjusted frequency percent improvement and 
indicates the direction of attitude change. All of the 14 items 
scored show movement toward higher ''consideration'' responses. 
PaplcallApshOws the pretest, posttest, percentage change, and 
the direction of the change and demonstrates the magnitude of the 
change. The greatest improvement was on item 5, and the least 
improvement was on item 1. This test seems to constitute the 
most convincing evidence of the effectiveness of the training in 
changing supervisory attitudes. On many of the items, the 
response shift from pre - to - post test is dramatic in size. For 
example on 7 of the items (2,5,6,7, 10, 12, 14) the change is over 


40%, 
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Despite the large changes, the results might be attributable 
to the effectiveness of the training program, or to the test's 
mee of ear or reliability. For this reason a test - retest 
study of reliability should be conducted in the future, using 
perhaps, a newly aaah key. 
Another basis for the suspected unreliability may reside in 
the probability of a supervisor obtaining a chance score. 
Although there is little question that attitude change was in 
fact produced by some aspect of the training, the question of 
retention of the learned change is problematic at best since re- 
searchers have shown that attitude change produced by a training pro- 
gram may well disintegrate under the impact of contradictory 
attitudes existing in the job environment. The possibility that 
the changes produced as a result of the present training source were 
similarly short in duration cannot be ruled out. There is also 
the problem concerning adequate matching arising out of the fact 
that no control group was employed in this exploratory study. 
Nevertheless, table 12 summarizes some of the results of the 
amneee seems to suggest that change did occur in both tests; 


however, it cannot be concluded that the change was significant. 
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Discussion: The exploratory study described in this paper 
presents some major difficulties of interpretation, and it is recognized 
that no definitive conclusions are possible based on this study alone. 
Without a control group it was impossible to determine whether a 
real change, independent of side effects associated with the measure- 
menteprocess, had taken place. Furthermore, it was impossible to 
ascertain whether the training and not some external factors had 
precipitated the change. 

Nevertheless, it was anticipated that this study may have provided 
evidence in support of the conclusion derived from the more adequately 
designed research reported in the review of the literature. 

It is worth repeating at this point that this paper was not concerned 
with the cause ofchange, but merely with establishing it's existence, or 
movesspecimically, have there been changes in certain previously desiz— 
nated characteristics over the period of training? Since it was impossible 
to apply all possible measures to the supervisors and thus identify all 
possible change, the study undertook to identify only Human Relations 
attitudes change, and measures appropriate to these attitudes were 
developed. 

Since no reliable differences were found in the supervisory attitude 


survey between pre and post test when the specific human relations 
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measures were used, it can only be suggested that the measures have 
not been supported. It is always possible, however, that if other 
measures had been used, positive results may have been obtained. 
On the other hand, the study established differences between the pre 
and post test on the Supervisory Situational Survey and confirmed that 
change occurred. However, it cannot be established that the identified 
change was produced by the training. In order to answer this question 
it would have been necessary to eliminate alternative possibilities so 
that only the experimental variable, the training, is left as a determinant. 
In order to have accomplished this type of elimination of alternatives, 
the research would have required a control group which was similar 
to the experimental group on all variables which might contribute to a 
pre test - post test change, and would have differed only in the respect 
that it had not been exposed to the training. This control group must 
then be measured before and after at times identical with the experiment- 
al group. In addition other statistical tests would have to be made. 
There is one other possibility that must be considered to improve 
upon the design of this exploratory study. A pre test could sensitize 
the supervisors to certain aspects of the training so that they would 
change not as a result of the training, but as a result of an interaction 
betweenmsthe training and the pre test. (A prestest may, by asking for 
certain responses, predispose those who are subsequently provided with 


itainingetOuconcenttate onjpspecitucraspectstof the material in the 
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training course. Without this sensitization, the actual attitude change 
in the areas covered by the questionnaires may be insignificant. 

In order to determine the possiblity of an interaction effect 
such as this, an extension of this study must include a group which is 


exposed to the training and measured only at post test. 


Summary: A supervisory training program was evaluated in terms 
of changes in the attitudes and leadership behavior of the trainees 
immediately following the training program. Scores made on the 
questionnaires administered before training were compared with the 
scores obtained after training for an experimental group (with inter - 
vening training); but no control group was used in the study. 

The questionnaires employed for this exploratory study included 
the Supervisory Attitude Survey, the Supervisory Situational Survey, 
and the Leadership Opinion Questionnaire. Although the latter was 
not used, all three were validated and considered reliable. Each 
questionnaire yielded a score on one of two factorially independent 
dimensions called ''Consideration" and "Initiating Structure''. The 
same general rrethodology was used to evaluate the experimental group 

.as was used to validate the instruments. 

The results generally confirm some of the previous findings 

in the literature review that dealt with one-day training programs; 


that in terms of mean scores before and after training, the effects 
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of such training appear minimal. There seems to be enough evidence 
to suggest, therefore, that if a follow-up study was conducted, little 
change in supervisory attitudes would persist. 

Other findings in the present study must qualify any completely 
negative conclusions regarding the effectiveness of the supervisory 
training program. For example 100% of the items in the situational 
survey showed some improvement in consideration. Furthermore, 
this seems to be substantiated by a large positive change in the mean 
and standard deviation as a result of training. dOwever, because no 
control group and other statistical tests were employed we cannot say 
that the change was statistically significant. Additionally, in the 
attitude survey, 30% of the items demonstrated a decrease in ''consid- 
eration" or human relations attitudes. These results seem to be con- 
sistent with some of the previous findings in the literature which suggest 
that in the training situation itself, wide differences may exist among 
supervisors in the leadership attitudes they hold after a training program. 
These findings generally suggest that large individual shifts in scores 
occur in both directions. On the other hand, from the point of view of 
training evaluation research, we cannot assume that the insignificant 
changes in group means and standard deviation in the Supervisory Attitude 
Survey are indicative of no training effects. The problem raises the . 
possibility of differential effects according to the individual and 


the situation in which he finds himself. This seems to suggest that 
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further research could be directed toward finding the personal and 
situational variables which interact with the effects of supervisory 
training. 

In sum, the foregoing has discussed a number of problems 
associated with the preliminary write up of this study and made sever- 
al recommendations based on this experience for improving the instru- 
ment, methodology, and sampling procedures. The major problems 
discussed above may be eliminated in future studies by applying one or 
several of the following suggestions which seem to be relevant to 
effectively evaluate a supervisory training program. 

SUScoSclLIOnc Or NULtner, Research. =! hevdesion usedtinithe 
present study is outlined below and compared with the additional steps 
mecomataended 101 iurthermresecarch using the pupernvisory Attitude 
Survey, Supervisory Situational Survey, and the Supervisory 


Leadership Opinion Questionnaire discussed to this point. 


Present Study (Experimental) Pretest Training Posttest 
a) (Control) Pretest Posttest 
b) Training Posttest 


In or der to measure the amount of retention in the training 
program, the questionnaires should be re-administered six months 
to a year later to sample both the long term and the short term effects 


of the training. Ideally, this would require a refresher course 
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somewhere in the intervening period. This would be necessary to 
determine whether or not there was a net increase achieved. 

invtermissoftthis study, the measurement of the extent that 
human relations techniques are actually used on the job would bea 
worthwhile project for further research. Based on the review of the 
literature and the preliminary findings of this study, there seems to 
-be enough evidence to suggest that worthwhile changes in supervisory 
attitudes and orientation toward human relations techniques can be 
practicably and readily achieved. However, short training programs 
may effect superficial changes of short duration, but basic changes 
in attitudes may require constant training over a longer period of 
time. 

This allows the suggestion that supervisory training must be 
supplemented by a consistent policy framework within which supervisors 
can feel secure in working with their employees. Otherwise the 
atmosphere created by top management probably would have more 
effect on the attitudes of supervisors than does a short supervisory 


training program in human relations. 
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APPENDIXES 


Sample pages of: 


Supervisory Attitude Survey Questionnaire 
Scoring Key 

Situation Response Survey Questionnaire 
Scoring Key 


Frequency Distribution of Supervisory Responses 
on Attitude Survey for experimental group. 

Frequency Distribution of Supervisory Responses 
on Situational Survey for experimental group. 


A Preliminary Comparative Validation Analysis 
ofscale A Pre-lest with Scale B Post— Vest 
on Supervisory Attitude Questionnaire. 


A Preliminary Comparative Validation Analysis 
of Scale B Pre-Test with Scale A Post-Test 
on Supervisory Attitude Questionnaire. 


A Preliminary Validation Analysis Pre and 
Post-Test on the Discipline Section of the 
Situational Survey. . 


A Prelininary Validation Analysis of the 
Leadership Opinion Questionnaire. 
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APPENDIX A-1 


SU VOOM Yee tT Et ODE OUR VEY 
QUESTIONNAIRE; SCORING KEY 


SU PUA TIONAL RESPONSE SURV EY 
QUESTIONNAIRE 


LEADERSHIP STYLE QUESTIONNAIRE 
SCORING KEY 





LO: 


ie 


iN die 


PS: 


14. 


OL, 


PUPERVISORY ATTITUDE SURVEY 
A new employee's ability to do a given piece of work is always a 
sure sign that he is satisfied with his job and has been properly 


placed. 


A supervisor should be able to handle his staff in such a way 
that he need not have the power of dismissing them. 


A supervisor should encourage regular social activities, such 
as staff curling team, golf, etc. among his staff. 


A supervisor should quickly admit to his staff when hehas made 
a mistake. 


A supervisor should try not to spend much time dealing with 
his staffs' personal problems. 


Attitudes are usually based on a careful study of the facts. 


Every member of your staff should be told frankly and quickly 
if his work deteriorates. 


Explaining the duties and responsiblities of your own job to your 
staff is a waste of time, as well as a bad policy. 


If an employee is not happy with his job at a low level, he will 
probably not be satisfied with a higher level job. 


Most employees are secretly quite pleased when their supervisor 
is not around. 


Most young workers of today have had too soft an upbringing. 


The biggest motivators for most of our staff are to be paid at the 
end of the month and to be told what to do. 


The biggest reason that employees' attitudes towards the Govern- 
ment deteriorate is that they don't feel they are paid enough. 


uiemmere the supervisor takes the Co Aw representative into 
his confidence, the better. 


The way a person is treated by his fellow workers is a big 
factor in whether he likes his job or not. 
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1D. 


Zn 


You should never ask anyone to criticize his or her own work. 


Discipline means some form of punishment or reprimand for 
and employee's mistakes. 


You should tell your staff only what they need to know to do their 
job. 


NO vVecwealVeulietienilpitcmmervice Nas tovstart at the top and work 
downwards. 


There is no harm in a supervisor having one of his staff asa 
close personal friend. 
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Supervisory Attitude Survey 


Dimension 


1) 
2) 


Discuss or describe what you would do in the following situations. 


Consideration 
Consideration 
Consideration 
Consideration 
Consideration 
Consideration 
Consideration 
Consideration 
Consideration 
Consideration 


Initiating Structure 


Cosideration 
Consideration 
Consideration 
Consideration 
Initiating Structure 
Consideration 
Consideration 
Initiating Structure 
Consideration 
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all alternatives. 


your Department. 


would you do? 
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The Government introduces a new personnel regulation. 
months you find that your staff are disregarding it. 
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You go to your boss with an idea for improving the work throughout your 
Before hé even hears ,you.out,phessays, 
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Situational Response Survey "Continued" 


LO? 


Ll. 


12. 


ioe 


14, 
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ee 


The Government's Performance appraisal system is a good means of 
getting candid discussion between a superior and his subordinates. 


Your boss gives you a bawling out in front of your staff. What do you 
do? 


Your staff tell you at coffee that they have heard a rumor to the effect 


that there is going to be a cut-down in your Department. What do you 
do? 


Two of your staff have a disagreement at lunchtime. You need both 
of them to get an important job done this afternoon. What do you do? 


You discover that your boss has been bypassing you to assign work 
directly to your staff without you knowing it? 


One of your long-service employees, who is usually a good and 
conscientious worker appears to be slacking. What do you do? 


How do you motivate a long-service employee? 


One of your employees insists on doing a job hiw own way even though 
you have told her the preferred way. What would you do? 


What is the average Public Servant looking for in his job? 


One of your most conscientious employees returns from lunch an 
nourdate. What do you do? 


You have told your steno to do a particular job in a certain way, and 
she hasn't been able to do it properly You don't seem to be getting 
through to her. What do you do? 


Your steno asks for the afternoon off becuase her mother has just 
gone to the hospital. You tell her you cannot afford to let her off, 
but she goes absent anyway. What do you do? 


MoursD7P,O. sendsiyousa circularimemo inwhichsyouscannot see 
theawOGCMOnsthestiees: ua batacdo: you do ¢ 


One of your staff has a suspicious pattern of one day casual sick leave 
absences before or after a long weekend. What do you do? 
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LEADERSHIP STYLE QUESTIONNAIRE 


Are you aware of lateness and absenteeism? 

Are you always willing to explain the reasons for your decisions? 
Are you annoyed if subordinates consult you about their plans? 

Can subordinates get along without direction from you? 

Do employees work best when you drive for results? 

Does disagreement between subordinates upset you? 

Does discipline mean punishing rulebreakers? 

Does involving yourself in employee problems mean you're prying? 
Does objective data provide better control than personal supervision? 
Does sounding off now and then keep people on their toes? 


Do you allow your subordinates to participate in decision making, 
but rescrve the right to make the final decision? 


Do you ask people their names before introducing yourself? 
Do you ask subordinates for advice about action to take? 

Do you attempt to defend your staff against criticism? 

Do you avoid asking questions in case employees resent it? 

Do you avoid helping employees in personal affairs? 

Do you believe in promotion only in accordance with ability? 


Do you believe that one of the uses of discipline is to set an example 
Lor Otner Workers. 


Do you believe that training through on-the-job experience is more 
useful than theoretical education? 


Do you believe that unions may try to undermine the authority 
of management? 
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32. 
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36. 


Do you disapprove of unnecessary talking among your subordinates 
while they are working? 


Do you enjoy giving people background information? 


‘Do you enjoy having authority and being in command? 


Do you favour setting up committees to analyze problems? 


Do you feel it is not always necessary for subordinates to understand 


why they do something, as long as they do it? 


Do you feel that all workers on the same job should receive the 
same pay? 


Do you feel that the C.S.A. and management are working towards 
similar goals. 


Do you feel that the goals of the C.S. A. and the Government are in 
Opposition but try not to make your view obvious? 


Do you feel that time-clocks reduce tardiness? 
Do you give high priority to employee training and counselling? 


Do you keep a very close watch on workers who get behind or 
do unsatisfactory work? 


Do you make decisions independently, but consider reasonable 
suggesions from your subordinates to improve them if you ask 


forathem 2 


Do you make your subordinates work hard, but try to make sure 
that they usually get a fair deal from higher management? 


Do you overlook violations of rules if you are sure that no one else 
knows of the violations? 


Do you prefer paperwork to handling personnel problems? 


Do you reach your decisions independently, and then try to 'sell' 
them to your subordinates? 
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54. 


Do you seek group decisions rather than decide your self? 


Do you sometimes think that your own feelings and attitudes are 
as important as the job? 


Do you try to make friends of people working for you? 
Do you try to put your workers at ease when talking to them? 


Do you usually reach your decisions independently, and then 
inform your subordinates of them? 


Do you want to hear from your staff only when things go wrong? 


If an employee's work has been continually unsatisfactory, would 
you have him transferred rather than dismiss him? 


If you are reprimanded by your superiors, do you pass it on to 
your subordinate. 


Usait desirable to keep a bit aloof from subordinates ? 

Is it desirable to maintain close supervision to keep output up? 
Is it important to you to get credit for your own good ideas? 
Should subordinates have a say in matters concerning their jobs? 
Shouldiyour staitiset targets entirely On thcir own: 

Should you be entitled to expect loyalty from subordinates? 


When am employee is unable to complete a task, do you help 
him to arrive at a solution? 


When possible do you form work teams out of people who are 
already good friends? 


When the boss gives an unpopular order, do you think it is fair that 


it should carry the boss's name, and not your own? 


When the quality or quantity of your section's work is not satisfactory 
do you explain to your staff that your own boss is not satisfied, and 


they must improve their work? 
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55. When you announce an unpopular decision, do you explain to your 
subordinates that your own boss has made the decision? 


56. When you give orders, do you set a time limit for them to be 
Carried out? 
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APPENDIX A-2 
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BEHAVIORAL SITUATIONAL SURVEY 
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WITH EXPERIMENTAL GROUP 
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DURE R VISOR YoADlitU DE SURVEY. 


Contains 20 items filled out by the 
Supervisor himself: 17 questions 

are scored on the "Consideration" 
dimension and 3 questions are scored 
on the "Initiating Structure" dimension 
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SUPERVISORY ATT UDE SURV BY. 
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A new employee's ability to do a given piece of work is always a sure 
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A Supervisor should encourage regular social activities, such as staff 


curling team, golf, etc. among his staff 
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A Supervisor should quickly admit to his staff when he has made a mistake 
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A Supervisor should try not to spend much time dealing with his 
staff's personal problems 
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Attitudes are usually based on a careful study of the facts 
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Every member of your staff should be told frankly and quickly if his 
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8. 


Explaining the duties and responsibilities of your own job to your staff 
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10. 


————— 


around 


Value Label Score Absolute Relative Adjusted Cumulative 
Frequency Frequency Frequency Adjusted 
(Percent) (Percent) Frequency 
Percent 
PRE TEST 
Very High C. 5.0 “ip 1. 6 Za Dl 
Eich, C- 4.0 Zi 46.1 5On3 58.4 
Low C. 2.0 19 Waxy 1h Oe 91.9 
Very Low C. 10 1 io Za 100.0 
Neutral.C. ow 1 is. Gp Missing 100.0 
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Most young workers of today have had too soft an upbringing 





Value Label Score Absolute Relative Adjusted Cumulative 
Brequency Frequency Frequency Adjusted 
(Percent) (Percent) Frequency 

oe a ee ee ee oni ere ee tee) LOSES) Fe 

PRE TEST 
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Ges Oloecet motivators for most ol ourcctalt are to be paid at the end 


of the month and to be told what to do 


Value Label 


PRE TEST 


Very Tigh C. 


High C. 

Low -C; 
Very Low C. 
Neutral C. 


Own: 


POST TEST 








Veny iitgh C. 


EirgheG-. 
LoawsG: 


Very Low C. 


NeutraleG. 


pO EAs 


Score 


WEN EP OM 


We NHN LP oO 


oOo Or OO 


a] Qo 2 © 





Absolute 
Frequency 





Relative Adjusted 
Frequency Irequency. 
(Percent) (Percent) 
18.6 22. 0 
46.0 a) 
1G 135.0 
al) G10 
es Missing 
100. 0 100. 0 
Cue ZVRS 
neeO 56.4 
2.05 21-3 
0.0 050 
6.8 Missing 
100.0 100.0 


Cumulative 
Adjusted 
Frequency 
(Percent) 


$$$ 


\O 
aS 
SroTeorore 


Zl 
78. 
100. 
100. 


oOoOON & 


100. 


100.0 


os! 


BLS 
Sie ¥ 
6.00) 
0.486 ( 


ae 
¥ 


0 .O0F 
e+ 


16 Ente “ire Io gotn so) e101 svizg0Rs 
—— 






. 


“ob oh dem blot od OF heed 


ee 


iz wrlosdA 100G 
: ~ wou. T 
=) 
- 
i! a 
ae o> 
v jue 
2 0.! 
e f) .¢€ 
mS 
.< 
- 
- ee be 
Me - 





| Noe 


181 


The biggest reason that employees! attitudes towards the Government_ 
deteriorate is that they don't feel they are paid enough 
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(Percent) (Percent) Frequency 
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14. 


The more the supervisor takes the C.S.A. representative into his 
confidence, the better 


Value Label Score Absolute Relative Adjusted Cumulative 
Hrequcncye ss tnequencys inequency Adjusted 
(Percent) (Percent) Frequency 











oes ee ES (Percent) 

PRE Leal 

Very Low C. el 8 1336 ral iehs a 
Low GC. Ze0 24 40.5 OTe Loe 
Bag ieG. 4.0 7 thihs*s) L6n.6 92.9 
Mery tigh GC. See) 3 Sea 5A) TOO20 
Neutral C. Shade) 17 Onno Missing 100.0 
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The way a person is treated by his fellow workers is a big factor in 
whether he likes his job or not 
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Value Label Score Absolute Relative Adjusted Cumulative 
Frequency Frequency Frequency Adjusted 
(Percent) * (Percent) Frequency 
(Percent) 
phir Gets 
Very Low C. 0 1 Lat re: is 
Low C. 2.0 3 pial DAD Ano) 
Fichy ©. a0 42 vigin Tor &) 83.6 
Very) igh; ©. 5.0 9 Ney, 83 16.4 100.0 
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You should never ask anyone to criticize his or her own work 
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17. 


Discipline means some form of punishment or reprimand for an 
employee's mistakes 











Value Label Score Absolute Relative Adjusted Cumulative 
Frequency Frequency Frequency Adjusted 
(Percent) (Percent) Frequency 
(Percent) 
PRE bro. 
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You should tell your staff only what they need to know to do their job_ 


—_— SL. 
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Ty 


Any change in the Public Service has to start at the top and work 
downwards | 





Value Label score Absolute Relative Adjusted Cumulative 
Frequency Frequency Frequency Adjusted 
(Percent) (Percent) Frequency 
(Percent) 
Se eeheoe. 
Very Low I./S. H.0 2 tay &) 18.4 18,4 
Low I1.S. a WW ZG e)fie 8) 44.8 66 22 
Tame it Fr . 4.0 12 70h 3) 24.5 Cia 
Very tire IS. 55.0 6 TORZ A 3) 100.0 
Neutral 1.8. a0) 10 milion? Missing 100.0 
OTA, Bg 100.0 100.0 100.0 
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There is no harm in a supervisor having one of his staff as a close 


personal friend 


Value Label 
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DOC ID Re VLE TAL GROUP 





BEHAVIORAL SITUATIONAL RESPONSES 


on Statements 1 - 16 of open-ended situational 
survey questionnaire, 


A comparative analysis of: 


BEFORE AND AFTER TRAINING OF THE 
EXPERIMENTAL GROUP 


The questions were scored on the ''Consideration!"! 
dimension; A high score on this dimension 
characterizes supervisory behavior indicative 

of friendship, mutual trust, respect, a certain 
warmth between the supervisor and his 
subordinates, and consideration of their feelings. 


A low score on this dimension indicates the 
supervisor to be more authoritarian and imper- 
sonal in his relations with group members. 
This dimension comes closest to reflecting the 
hurman relations aspect of group leadership. 
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Supervisor's responses on item 1 which states: 


You go to your boss with an idea for improving the work throughout 


your Department. Before he even hears you out, he says ''No". 


Value Label 
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Table 2-S 


Supervisor's responses on item 2 which states: 
The Government introduces a new personnel regulation - after 2-3 


months you find that your staff are disregarding it. 





Value Label 


PR Lo | 
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Table 3-S 


Supervisor's responses on item 3 which states: 


The Government performance appraisal system is a good means of 


ee - 


Value Label 


PRE TEST 


Not determined 
Strongly disagree 
Disagree 

Agree 

Strongly agree 
Uncertain 
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Table 4-S 
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Supervisor's responses on item 4 which states: Your boss gives youa 
bawling out in front of your staff. 
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Table .5-S 


Supervisor's responses on item 5 which states: 
Your staff tell you at coffee that they have heard a rumor to the effect 
that there 1s going to be a cut-down in staff in your department. 








Lear aaa a 





Value Label Score Absolute Relative Adjusted Cumulative 
Myeequency ) 1requency Mrequency — Acjusted 
(Percent) (Percent) Frequency 
olbaia eek, SOME ee » (enc ennm 
PRE LEST. 
Not determined 0.0 3 215) 26) Se 
Very Low C. L. 00 ] len, ne ae) 
Low C. a. 0.0 Zs aes 1! AQ. 1 stave th 
high G. 4.00 Zo A eao 43.9 100.0 
Very High C. B00 0 On0 0.0 100.0 
Neutral C. 3.00 0 ag OD Missing 100.0 
LOLAL a 100.0 100.0 100.0 
moo Del bor 
Not determined 0.0 0 0.0 0.0 0.0 
Very Low C. 1,00 0 0.0 0.0 0.0 
Low C. 2,09 1 Ot 4.4 4.4 
High C. 4.00 19 70.4 82,6 87.0 
Very High C. 5.00 3 ae! 13; 100.0 
Neutral C. Selle) 4 14.8 Missing 100.0 
TOTAL 27 100.0 DOO 100.0 
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Table 6-S 


Supervisor's response on item 6 which states: 
Two of your staff have a disagreement at lunchtime. You need both 





of them to work together to get an important job done this afternoon. 


a a a a a Oe Sn ene Sees ew 





Value Label ocore Absolute Relative Adjusted Cumulative 
Frequency Frequency Frequency Adjusted 
(Percent) (Percent) Frequency 
See ee On Cent Se 
Bee LEST 
Not-determined 0.0 3 D8 4 Days Di 
Very Low C. 18,00 8 Sh i MALO eet, Sei) 
Low C. cn 00 26 44.8 44.8 aie 
High C. 4.00 7A) | S105 3G 100.0 
Weryvertion ©. 5200 0 OF 0 O00 100.0 
Neutrals, UU) 0 0.0 Missing 100.0 _ 
TOTAL 58 100.0 100.0 100.0 
BOSts LES 
Not determined 0.0 0 0.0 0.0 0.0 
Very Low C. 1.00 0 0.0 0.0 0.0 
Low C. 2.00 5 18.6 LISTS 04 19.7% 
High: C; 4.00 te 62.9 65.4 84.6 
VernvAlich C. 5.00 4 14,8 15.4 100.0 
Neutral C. Sls) ] Shy ( Missing 100.9 





LO TAT 27 100.0 100. 0 100.0 
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Table 7-S 


Supervisor's response on item 7 which states: 


196 


You discover that your boss has been bypassing you to assign work 


Value Label Score Absolute Relative Adjusted 
Frequency Frequency Frequency 
(Percent) (Percent) 


Cumulative 
Adjusted 
enequency 
(Percent) 


-—_ 
SO Key (=) 
NNO © 


on 
os 


10030 


Not determined 0.0 3 She (4 Sis Te) 
Very Low C. Fr 00 8 lao 14.8 
Low C. Ze0d ao 40.4 AZ. 3 
High C, 4.00 17 Bee) 8 Shes) 
Very High C. 5.00 2) ee, yi6 
Neutral C. sli) ee SrA Missing 
TOTAL BN 100.0 100.0 
POST TES. 

Not determined 0.0 0 0 0.0 
Vienvy, Low ©. 1.00 0 0 0.0 
Low. C. 22.00 3 LAG 125 
High C. 4.00 10 38.4 41.7 
Wenyy High) C. SO) iit 42.3 45.8 
Neutral C. 3.00 Zz eel Missing 





LOTAL 26 100.0 100.0 


100.0 


100.0 
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Table 8-S 


Supervisor's response on item 8 which states: 
One of your long-service employees, who is usually a good and 
conscientious worker appears to be slacking. 


nn inn A 





Value Label BeOLe Absolute Relative Adjusted Cumulative 
Frequency Frequency Frequency Adjusted 
: (Percent) (Percent) Prequency 

ee CE ASL -21) 
PRE: CEST 
Not determined 0.0 0 fo) 0.0 0.0 
Very Low CG. 100 1 td) Eats io 
Low C. 2.00 18 54.8 SiGe 2 34.0 
High C. 4.00 a2 55.2 Shoe 91.4 
Very High C. 2.00 5 8.6 8.9 100.0 
Neutral C. 300 Le Se) Missing 100.0 
PO PAL, 58 10070 100.0 100.0 
POST TEST 
Not determined 0.0 0 OO OU OR 
Very Low C. 100 0 0.0 O20 0.0 
Low GC. 2700 1 Spall Sate) eh) 
rou. OC. 4.00 13 48.1 DOR 58mG 
Wemy etch G. 5.00 ine 44.5 46.2 100.0 
Neutral C. 3.00 1 Seat. Missing 100.0 

at 100.0 100.0 100.0 
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Table 9-S 


Supervisor's response on item 9 which states: 


—_—— 


How do you motivate a long service employee? 





nn 














Value Label Score Absolute Relative Adjusted Cumulative 
Frequency Frequency Frequency Adjusted 
(Percent) (Percent) Frequency 
NRA ROU Dee bec ee IS Ne en I Ce! see 
RRE TEST 
Not determined 0.0 4 S. 5 9.7 Del! 
Very Low CG. 1.00 6 Aes 14.6 25.3 
Low C. 2. 00 4 oe) er 35.0 
High C. 4.00 24 SY ay 58.6 03.6 
Very Hich GC. 5.00 3 6.4 ses 100.0 
Neutral C. 3.00 6 wile Missing 100.0 
EO TAL, 47 100.0 100.0 100.0 
POST TES L 
Not determined 0.0 0 0.0 0.0 0.0 
Very Low C. 1700 1 328 4.2 4.2 
Low C. Z.00 1 3.8 4.2 8.4 
High. Gy. 4,00 es) (oe eek o%. > 
Negvellign ©. 5. 00 2) IP Rags) Lat 100.0 
Neutral C. 52.00 ie ad Missing 100.0 


TOTAL 26 100.0 100.0 100.0 
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Table 10-S 


Supervisor's response on item 10 which states: 





1 


One of your employees_ insists or on . doing a 1 job his own way even though 


you have told him the pr -eferred way. 


nn 


Value Label Score Absolute Relative Adjusted 
Frequency  Mrequency Prequency 
(Percent) (Percent) 


GRee ST 

Not determined 0.0 3 6.4 fies! 
Very Low C. Paco 11 23.4 ZObe 2 
Low C. 2.00 13 Zl 26.2 
High C. 4.00 14 o9a9 33.4 
Viemyeriich. ©. B00 3 6.4 lod! 
Neutral G. BO 5) 1055 Missing 
FOTA 47 100.0 HOO 20 
OSCE SL 

Not determined 0.0 0 0.0 O.0 
Very Cow C. 12 00 1 4.0 4.2 
Low C. GAO 1 4.0 4,2 
Eirgne CG, 4.00 15 60.0 Aap 3) 
Neer veri ior Gi Db. 00 if 28.0 PAS Fo 
Neutral C. 3.00 1 a0 Missing 


sRONY Ue ZO L003 0 LOO. 0 
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Table 12-S 


Supervisor's response on item 12 which states: 


One of your most conscientious employees returns from lunch an hour late. 





Value Label 


PRET EST 


Not determined 
Vieryelow. GC. 
Low C, 

Eten Ge 

Very High C. 
Neutral C. 


TAGE & 


BOSt Liss L 


Not determined 
Very Low CGC. 
Low C. 

High C. 

Very High C. 
NWeutraleG. 


OR Ie 


Score 


Wom tN =} Oo 





Absolute Relative Adjusted 
iH requency 


2 Bee 8) 5.0 
en ®) 10.0 
16 3420 Ze 
iy, 21052 Ze avers) 
H Zen (x5 8) 
—if9 3=ssy- Missing 
47 100.0 100.0 
0 0.0 0.0 
0 0.0 0.0 
1 oh5 8) Bhs te) 
ibe) cet ome 
6 Zone (bei M 
0 0.0 Missing 
26 100.0 100.0 


Mreduency Prequency 
(Percent) (Percent) 


00 


Cumulative 


Adjusted 
Frequency 


(Percent) 
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Table 13-S 


Supervisor's response on item 13 which states: 
You have told your supervisor to do a particular job in a certain way 


and he has not been able to do it properly. You don't seem to be getting 
through to him. Lt 








Value Label Score Absolute Relative Adjusted Cumulative 
Erequency Frequency brequency Adjusted 
(Percent) (Percent) Prequency 
Ae eee re oie Peet as (ercont 
Ppa Bok 
Not determined. 0.0 Z 4.9 Set Dee 
Very Low C. 1-00 Pal 2.4 2.9 8.6 
Low C. Zr OU) il 26.8 31.4 40.0 
High G. 4.00 18 44.0 51.4 91.4 
Moony itigh C. 5.00 3 ge) coe) 100.0 
Neutral C. eye) 6 14.6 Missing 100.0 
LOW AL 41 100.0 10050 100.0 
POS T-LiEst 
Not determined 0.0 0 0.0 0.0 0.0 
Very iow GC. 1.00 0 0.0 0.0 0.0 
Low C. yArael0 1 4.4 4.4 4.4 
High C. 4.00 18 Roby A 105 2 82.6 
Very High G. 5.00 4 Ling 17.4 100.0 
Neutral iGo.” BEIOU 0 0.0 Missing 100. 0 





LOCAL i 100.0 100.0 100.0 
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Table 14-S 


Supervisor' Ss response on item 14 which states: 














Your - subordinate asks fc for “the afternoon off because his/her mother 














Deasmjustegone to the hospital. voutell him/her er you cannot ot afford to 


let him/her off, but he/she goes anyway. 
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a i 


Value Label score Absolute Relative Adjusted Cumulative 
Frequency Evrequency Frequency Adjusted 
(Percent) (Percent) Frequency 
ae (Percent) 
PRE TEST 
Not.determined 0.0 0 0.0 0.0 0 
Very Low C. 1-00 16 43.2 45.7 45.7 
Low C. Z.00 ie ra Wey | 3.4 iit) 
High Cran. 4,00 i 13.9 20.0 Sh Pst 
Wears High C. 5.00 1 2.8 fie) 100.0 
Neutra. GC. S00 Z 5.4 Missing 100.0 
OATS Sf 100.0 100.0 100.0 
POs i hiss L 
Not determined 0.0 0 0.0 OO 0 
Very Low C. 1, 00 2 hs al onl 
Low C. 2.00 6 BG LLG3 36.4 
EL Gdiy Oe 4,00 i! 50.0 SUR0 86.4 
Very High C. 5.00 3 13.6 13.6 100.0 
Neutral C. o400 0 OF0 Missing 100.0 








OAS OL ~ 100.0 100.0 100.0 
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Table 16-S 


Supervisor's response on item 16 which states: 
One of your staff has a suspicious pattern of one day casual sick leave 
absences before and after a long weekend. 





Value Label Score Absolute Relative Adjusted Cumulative 
Frequency Frequency Frequency Adjusted 
(Percent) (Percent) Frequency 
(Percent) 
Pero. 
Not determined 0.0 3 ros 7 BEES O20 
Very Low C. 1,00 10 Zita (Aol: 3652 
Low C. Za00 We VAg 35.4 73.6 
Sb aay (Cre 4.00 ») 24.4 26.4 10020 
Very High C. 5.00 0 Oz0 On0 100.0 
Neutral C. 3.300 3) Ome Missing 100.0 
LOLA L ae 100.0 100.0 PLOCRO 
POSTsLESL 
Not determined 0.0 0 O50 0.0 0.0 
Very Low C. 00 1 4.5 518) 5. 0 
Low CG. ZO 7 Silnac Sete) 40.0 
High: GC. 4,00 } 40.9 45.0 S50 
Very High C. 26 3 130 1550 100.0 
Neutral ©. 500 2 Shot) Missing 100.0 
OR LG Li 100.0 100.0 100.0 
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APPENDIX WA=3 


PRELIMINARY VALIDATION ANALYSIS 
ORTISCALEVATPR BYTES TAW Prise AL B 
POs Weiss! 


PRELIMINARY VALIDATION ANALYSIS 
OrtcONC eB eR eehESt Wii SCALE A 
POSmeaisS£ 


PRELIMINARY VALIDATION ANALYSIS 
OFSIHE DISCIPDOINE SEGTION OF =the 
SITUATIONAL SURVEY 


PRELIMINARY VALIDATION ANALYSIS 
OF THE LEA DICR SHIP OPINION 
QUESTIONNAIRE 
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ATTITUDE QUESTIONNATRE 


A PRELIMINARY COMPARATIVE VALIDATION ANALYSIS 


OF SCALE AD PRE-TEST WITH SCALE B POST TEST 


—_———— 


ATTITUDE SCALE A WAS ADMINISTERED TO A GROUP OF NINETEEN 
FIRST LINE SUPERVISORS PRIOR TO TRAINING AND ATTITUDE 
SCALE B WAS ADMINISTERED IMMEDIATELY FOLLOWING TRAINING 


Oe. DIFFERENT GROUP OF FOURTEEN FIRST LINE SUPERVISORS. 
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ere rkE TEST 
A supervisor is responsible for trying to see that his workers enjoy their 
work. 
VALUE LABEL SCORE ABSOLUTE RELATIVE ADJUSTED CUMULATIVE 
FREQUENCY FREQUSICY FREQUEICY ADJUSTED 


(PERCENT) (PERCENT) FREQUENCY 
(SRC Ey) eae 


Sir CrCl aD rGiCH en ge ie Omer nes 5 5 een Fae G5 
DISAGREE 2E0 , sy 5.3 10.6 
AGREE 4.0 WB BE 84.3 
STRONGLY AGREE 5.0 3 15.7 15.7 100.0 
UNCERTAIN 3.0 20! 0.0) MISSING 100.0 
TOTAL 19 100.0 100.0 100.0 


i ee et ees, 


acre a ran ae A RS A EE OA EL SSA LOO ICDS LIED LA LEI ALE LOO IE LCN ALR AAA OTA FE ee 


1B POST TEST 


— 





It makes a lot of difference to the averase worker how his Suvervisor treats hin. 


STRONGLY DISAGREE 1.0 0 0.0 0.0 0.0 
DISAGREE 220 . 0 0.0 0.0 0.0 
AGREE 4.0 7 50.0 50.0 50.0 
STRONGLY AGREE 5.0 7 50.0 50.0 100.0 
UNCERTAIN - 3.0 ® 0.0 Missing 100.0 








TOTAL 14 100.0 100.0 100.0 









ae ae 
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yA PRE-TEST 


Supervisors, since they cannot alter the higher policies of the firm can do little 


Sed 
to improve morale in their own departments. 2 
VALUE LABEL SC ORE ABSOLUTE RELATIVE ADJUSTED CUMULATIVE 


FREQUENCY FREQUENCY FREQUEICY ADJUSTED 
(PERCENT) (PERCENT) FREQUENCY 





STRONGLY DISAGREE 1.0 7 36.8 36.8 36.8 
DISAGREE 2.0 “42 63.2 63.2 100.0 
AGREE 4.0 0 0.0 0.0 100.0 
STRONGLY AGREE 5.0 0. 0.0 0.0 100.0 
UNCERTAIN 3.0 ie: 0.0. MISSING 100.0 
TOTAL 19 100.0 100.0 100.0 


TIA aS EAI ere iad ROC Hs EER PR RIAD ET Sa LS BAM LILET BG AES LIE T ISIS AT SE IRR EL IEG BIO ES ES ES ASS PAU ES 


= 5B POST TEST 


A good supervisor will not confess to his workers that he has made a mistake. 


STRONGLY DISAGREE 1.0 2 Ess: 14.3 14.3 
DISAGREE 2.0 oa ae 71.4 (85.7 
ACRER 4.0 2 14.3 14.3 100.0 
STRONGLY AGREE 5.0 ) 0.0 0.0 100.0 
UNCERTAIN | 3.0 neh 0.0 MISSING 100.0 





TOTAL 14 100.0 100.0 100.0 
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ZA PRE - TEST 


If management asks a supervisor to make a change affecting some of his workers, it 


See 


Mee sien Of weakness for him to discuss it with the workers first. 


QlUB LABEL © SCORE ABSOLUTE RELATIVE ADJUSTED CUMULATIVE 
FREQUENCY FREQUENCY FREQUENCY ADJUSTED 


a (PERCENT) (PERCENT) (PERCENT) a 


STRONGLY DISAGREE. 1.0 6 31.6 eee 33.5 
DISAGREE 2.0 11 57.8 Gi 04.4 
AGREE 4.0 1 5.3 5.6 100.0 
STRONGLY AGREE 5.0 0 0.0 0.0 100.0 
UNCERTAIN 3.0 1) B63) ‘MISSING 100.0 
ROTAL 19 100.0 100.0 100.0 


a a a 


pense RCE 0 NC Pe PL Pr I OP OEE SET PENI E LS ELLE TATES ESTEE BL EPONA OIE ISLES LEI EI TIO IIL ETON LCA SCRE EA EELS SOL ELL, BBL AAO POE ILL BS LIBS BAIS ornare were! 
' 


= 8 POST TEST 


Most young workers of today have had too soft an upbringing. 





STRONGLY DISAGREE 1.0 On 0.0 0.0 0.0 
DISAGREE 2.0 6 42.9 54-5) 5d.5 
AGREE 4.0 4 28.6 36.3 90.8 

STRONGLY AGREE | 5.0 1 Tel 9.2 100.0 

UNCERTAIN so. “Pile MISSING 100.0 
_ Tora 14 100.0 100.0 100.0 
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4 A PRE-TEST | 


way Fed R cca oe : ail ae : 
Awgood way of handling a dissatisfied worker is to _revort him to the manazement 





One ae at meno owt 


and let then deal with him. 


VALUE LABEL- SCORE: ABSOLUTE’ RELATIVE ADJUSTED CUMULATIVE nia 
; = FREQUENCY FREQUENCY FREQUZNCY ADJUSTED 
(PERCENT) (PERCENT) FREQUENCY 








: | (PERCENT) 

Meee IsscREE «861.08 7 388° «43.50 #443,5555 °° 
DISAGREE 2.0 8 44.4 50.0 93.5 
AGREE 4.0 oO 0.0 0.0 93.5 

STRONGLY ACREE 5.0 1 BG 65 100.0 

UNCERTAIN | 3.0 a2: eines! MISSING 100.0 
-QOTAL 18 100.0 100.0 100.0 


4 B POST TEST 


Sarcasim may be a very good way of dealing with young workers who disobey rules. 


STRONGLY DISAGREE 1.0 5) Sl 41.6 41.6 
DISAGREE 728) 6 42.9 50.0 391.6 
AGREE 4.0 ) 0.0 0.0 91.6 

100.0 
STRONGLY AGREE 5.0 1 Fel 8.4 








TOTAL 14 100.0 100.0 100.0 
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A reprimand is more effective when given in front of others. 











VALUE LABEL SCORE ABSOLUTE RELATIVE ADJUSTED CUMULATIVE 
' -FREQUENCY FREQUENCY FREQUENCY ‘ADJUSTED 
(PERCENT) (FERCENT) FREQUENCY 











: (PERCENT) 
STRONGLY DISAGREE 7.000 °° 111i‘ iW!!! 
DISAGREE 2.0 4 23.5 23.5 83.2 
AGREE 4.0 2 11.8 11.8 100.0 
STRONGLY AGREB 45.0 0 0.0 0.0 100.0 
UNCERTAIN 3.0 Boe 00) MISSING -—-:100.0 
TOTAL NY 100.0 100.0 100.0 
5 B POST TES? a 
The best suvervisor is often the most unnomilar. es 
STRONGLY DISAGREE 1.0 1 quite st tail 
DISAGREE 2.0 Sa 57.2 61.5 69.2 
AGREE ; 4.0 4 28.6 30.8 100.0 
STRONGLY AGREZ Ber. 0 0.0 0.0 100.0 
UNCERTAIN 3.0 at wee) MISSING 100.0 
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6 A PRE-TEST 








1 
there are times wher na supervisor Or should Hotes vere li] his 


workers the same treatment. 








Se RSS Se a ae SS ed ee ee eS 


VALUE LASEL SCORE ABSOLUTE RELATIVE ADJUSTED CUMULATIVE . 
FREQUENCY FREQUENCY REQUENCY ADJUSTED 
(PERCENT) (PERCENT) ¥FREQUHICY 











(PERCENT) 
SPRONGLY DISAGREE. ZO (ek REO GR ASKS 5.9 a eee 
DISAGREE Ase 3 15.8 17.6 23.5 
ACREE 4.0 11 57.9 64.7 88.2 
STRONGLY AGREE 5.0 2 10.5 Pies 100.0 
UNCERTAIN os ee 10.5 NISSING _100.0. 
TOTAL 19 100.0 100.0 100.0 


eS 


pe eeOS LL EST 
A supervisor should be able to handle his workers in such a way that he need not 


have the power of dismissing them. 


INE ete US ie —— 


STRONGLY DISAGREB 1.0 0 0.0 0.0 0.0 
DISAGREE 2.0 2 5a hig! 504 
AGREE . A501 10 76.9 76.9 92.3 
STRONGLY AGREE 5.0 1 ten ee eee 1.00.0 
UNCERTAIN 3.0 x0) mO,0; MESSING 100.0 


TOTAL | we 100.0 100.0 100.0 
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7 & PRE-TEST 


The supervisor should try not to spend much time dealing with his workers 


personal problems. 


ene ee ee 


VALUE LABEL- 





SCORE . 


STRONGLY DISAGREE 1.0 


DISAGREE 2.0 
AGREE 4.0 
STRONGLY AGREE 5.0 
UNCERTAIN 3.0 

TOTAL 


~~ 


Pe BePOST SLEST 








Most workers are secretly quite pleased when the supervisor slips away. 


STRONGLY DISAGREE 1,0 


DISAGREE 2.0 
AGREE 4.0 
STRONGLY AGREE 5.0 
UNCERTAIN 3.0 


TOTAL 








ABSOLUTE, RELATIVE ADJUSTED CUMULATIVE , 

FREQUENCY FREQUENCY FREQUENCY ADJUSTED 
(PERCENT) (PERCENT) FREQUENCY 

(PERCENT) 

2 10.5 11.8 Pgs} 

8 42.2 47.0 58.8 

G 36.8 41.2 100.0 

0) 0.0 0.0 100.0 
R25 MOUS MISSING 100.0 
100.0 100.0 


19 100.0 


1 Tho 9.2 | 9,2 





2 14.2 18.2 27.4 
8 57.2 712.6 100.0 
oe 0.0 0.0 100.0 

21.4 MISSING 100.0. | 
100.0 100.0 
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Te does not matter much what the workers are thinking, provided they are 
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CROP CctmtnS | 


VALUE LABEL ° SCORE’ ‘ABSOLUTE’ 
FREQUENCY 
ae RONGLY DISAGREE 1.0 5 
DISAGREE 2.0 10 
AGREE 4.0 O 
STRONGLY AGREE 5.0 0 
UNCERTAIN Gi 
TOTAL 17 


“RELA 


29.4 


DO.O 
O20 


0.0 


eed 


100.0 


Mes 


TIVE’ ADJUSTED 
FREQUENCY FREQUENC 
(PERCENT) (PERCENT) 


353 


66.7 
0.0 
0.0 


i 
\ 


MISSING 


100.0 


CUMULATIVE 
ADJUSTED 
FREQUENCY 
(PERCENT) — 


i535 
100.0 
100.0 
100.0 


100.0 


100.0 


ne ne ee 


A oe 


The supervisor should take the view that management is always right. 


STRONGLY DISAGREE 1.0 0) 
‘DISAGREE 2.0 1 
AGREE 4.0 1 
STRONGLY AGREE 5.0 0 
UNCERTAIN 57, Oey 6 Oe 
TOTAL 12 


awe es tt ee et rr 
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100.0 


0.0 
91.7 
8.3 
0.0 


MISSING 
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The good supervisor MS eno frat raidvof making mistakes. 


a 














VALUE LABEL SCCRE ABSCLUTE RELATIVE ADJUSTED CUMULATIVE 
FREQUENCY FREQUENCY FREQUENCY ADJUSTED 
(PERCENT) (PERCENT) ¥REQUENCY 


_ ee (PERCENT) 
STRONGLY DISAGREE © 1.0 1 < a wel? (Soe) ehseeeGy 
DISAGREE 2.0 2 1035 fied 16.6 
AGREE 4.0 13 68.4 7255 88.9 
STRONGLY AGREE 5.0 2 10.5 Aion 100.0 
UNCERTAIN 3.0 Sil 563 MISSING 100.0 
TOTAL 19 100.0 100.0 100.0 
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DeberUo TIES T 


PietemisnnOsnarm 11 2 sipervisor having one sot his workers sas a Close friead. 
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STRONGLY DISAGREE 1.0 @) 0.0 0.0 0.0 


DISAGREE 2.0 6 50.0 75.0 75.0 
AGREE 4.0 2 16.7 25.0 . 100,0 
STRONGLY AGREE 5.0 0 0.0 0.0 100.0 
UNCERTAIN A SG 4. 33.3 MISSING 100.0 


TOTAL EZ 100.0 100.0 100.0 
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LOVA PRE-TEST 


Tne more the supervisor takes the shop steward into his conridence, the better. 





VALUE LABEL SCORE ABSOLUTE RELATIVE ADJUSTED CUMULATIVE 
FREQUENCY FREQUENCY FREQUENCY ADJUSTED 
(PERCENT) (PERCENT) FREQUENCY 

(PERCENT) 


























STRONGLY DISAGREE 1.0 3 15.7 21.4 21.4 
DISAGREE 20 5 26.3 35.7 By 
AGREE 4.0 5 26.3 Bony 92.8 
STPONGLY AGREE 570 ie i Suu rw 100.0 
UNCERTAIN 3.0 =: 26.3 MISSING 100.0 
TOTAL 19 100.0 100.0 100.0 
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EOep LOSE LEST 
The supervisor should alwavs trv to make clear to his workers what the manazement 
~—- ——~. _—_ + en a 


intends. 


STRONGLY DISAGREE 1.0 oO 0.0 0.0 0.0 
DISAGREE 2.0 1 dee fsth Bei 
AGREE 4.0 ll 78.6 78.6 | 85.7 
STRONGLY AGREE 5.0 | 2 iio) ieee 100.0 
UNCERTAIN 2m 0 0.0 MISSING 100.0 





TOTAL Me 100.0 100.0 100.0 
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11_A PRE-TEST 


SS 


a re 


A_pood way of dealing with slackers is to transfer them to jobs they doesnot Like: 














VALUE LABEL SCORE ABSOLUTE RELATIVE ADJUSTED CUMULATIVE 
FREQUENCY FREQUENCY FREQUENCY ADJUSTED 
(PERCENT) (PERCENT) FREQUENCY 








STRONGLY DISAGREE 1.0 5 26.3 a pets) ZUCSE 
DISAGREE 200 13 68.4 leave. 100.0 
AGREE 4.0 0 0.0 0.0 100.0 
STRONGLY AGREE 5.0 0 0.0 | ; 0.0. 100.0 
UNCERTAIN 3.0 al foo MISSING 10070) 
TOTAL he) 100.0 a eee) 100.0 











Poe OS LEST 


A good supervisor will not allow the C.S.A. representative to participate in any 


way in the running of the group. 


STRONGLY DISAGREE 1.0 0 0.0 0.0 0.0 
| DISAGREE 2x0 8 57.1 66.6 66.6. 
AGREE 4.0 4 28.6 3354 100.0 
STRONGLY AGREE 5.0 0 0.0 0.0 100.0 
UNCERTAIN | 3.0 BZ Mees MISSING 100.0 


TOTAL 14 100.0 100.0 100.0 
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Cue 


if a supervisor loses the power to award increases in pay, he loses the only 
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ameentive et his disposal. 
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VALUE LABEL SCORE ABSOLUTE RELATIVE ADJUSTED CUMULATIVE 
FREQUENCY FREQUENCY FREQUENCY ADJUSTED 
(PERCENT) (PERCENT) FREQUENCY 





. (PERCENT) 
STRONGLY DISAGREE 1.0 1 5 6.3 6.3 
DISAGREE Daas 14 77.8 87.4 93.7 
AGREE 4.0 1 | 5.5 6.3 100.0 
STRONGLY AGREE 5.0 0 0.0 0.0 100.0 
UNCERTAIN 320 2. Pini MISSING 100.0 
TOTAL . 18 100.0 100.0 100.0 
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12 B POST TEST 


A supervisor should never make an exception. 





STRONGLY DISAGREE 1.0 3 2a Del 2a aL 
DISAGREE 2.0 9 64.4 69.2 92.3 
AGREE 4.0 1 7a 7.7. 100.0 
STRONGLY AGREE —-5.0 0 0.0 0.0 100.0 
UNCERTAIN 3.0 1 7.1 MISSING 100.0 
TOTAL 14 100.0 100.0 100.0 
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IO TAePRE = TEST 





If an offence has been committed and the Supervisor cannot find out who has 


done it, it would be wrong to punish the whole department. 














VALUE LABEL SCORE ABSOLUTE RELATIVE ADJUSTED CUMULATIVE 
FREQUENCY FREQUENCY FREQUENCY ADJUSTED 
(PERCENT) (PERCENT) FREQUENCY 








(PERCENT) 
STRONGLY DISAGREE 1.0 0 0.0 0.0 0.0 
DISAGREE 2e0 iL 5.0 Sys) Deo 
AGREE 4.0 9 50.0 Do0 tehoe) 
STRONGLY AGREE 5.0 7 38.8 | Ce 100.0 
UNCERTAIN 520 z 526. MISSING 100.0 
TOTAL . 18 100.0 100.0 100.0 


———— — eee 


ope eOoL LEST 


If a worker comes to the Supervisor angry about something, the Supervisor should 





listen sympathetically to all his troubles, even if he thinks they are stupid. 





STRONGLY DISAGREE 1.0 0 0.0 0.0 0.0 


DISAGREE 2.0 1 Thal diel dased, 
AGREE 4.0 LOG 71.5. 7O%9 | 84.6 
STRONGLY ACREE 5.0 #8 ae} 1564 100.0 
UNCERTAIN 3.0 ans mares MISSING 100.0 


TOTAL 14 | 100.0 100.0 100.0 
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Oe caf ae iting Seite a : 
most woreers oniv cone to work to get what they can out of it. 


VALUE LABEL 


STRONGLY DISAGREE 


DISAGREE 
AGREE 


STRONGLY AGREE 


UNCERTAIN 
TOTAL 





a ee 


STRONGLY DISAGREE 


DISAGREE 


AGREE 


STRONGLY AGREE 


UNCERTAIN 


TOTAL 





SCORE 


tg) 
2.0 
4.0 
On0 


3.0 





ABSOLUTE RELATIVE 
FREQUENCY FREQUENCY 
(PERCENT) 

2 ills 

13 PAP 

ik 5.6 

0 0.0 

2 iit 

18 100.0 


0 


12 


Re te ee ee ee 


0.0 


85.8 


ADJUSTED CUMULATIVE 

FREGUENCY ADJUSTED 

(PERCENT) FREQUENCY 

(PERCENT) 
1d Ded 
Bia? 93.7 
6.3 100.0 
0.0 100.0 
MISSING 100.0 
100.0 100.0 


ee 


0.0 0.0 
92.3 92.3 
i]: ] Os 0 
0.0 100.0 
MISSING 100.0 
100.0 100.0 
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15 A PEE - TEST 


If_one worker complains about another , the suvervisor should refuse to listen. 











VALUE LABEL SCORE ABSOLUTE RELATIVE ADJUSTED CUMULATIVE 
. FREQUENCY FREQUENCY FREQUENCY ADJUSTED 
(PERCENT) (PERCENT) FREQUENCY 

xz ae (PERCENT) 
STRONGLY DISAGREE 1.0 2 105 LORS 10.5 
DISAGREE 220 Ag 68.4 68.4 78.9 
AGREE 4.0 4 Day 21.1 100.0 
STRONGLY AGREE 5.0 0 0.0 Ono 100.0 
UNCERTAIN BrO nO 0.0 MISSING 100.0 
TOTAL 19 100.0 100.0 100.0 





15B POST TEST 





One will never really get good discipline again until there is a aue outside 





the gate. 

STRONGLY DISAGREE Le) 1 Ma Meese) uae 
DISAGREE 2.0 6 Boe 7520 ies 
ACRE 4.0 1 9.2 1285 100.0 
STRONGLY AGREE 520 | 0 5070 0.0 100.0 
UNCERTAIN 3.0 8 Lhe MISSIN 100.0 


TOTAL ils) 100.0 SLOOeO 100.0 
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STRONGLY DISAGREE 


DISAGREE 


AGREE 


STRONGLY A! 


UNCERTAIN 


TOTAL 


= aL a 
cD al lakes: 


eel 


ployer ny v0vei ve orders so michvas try to explain tre 


actzon nas to be taken. 











SCORE ABSOLUTE RELATIVE 

FREQUENCY FREQUENCY 

(PERCENT) 
A) 0 0.0 
on) 3 16.7 
4.0 8 44.4 
5.0 6 33.4 
3.0 i 505 
18 100.0 








ADJUSTED CUMULATLVE 
FREQUENCY ADJUSTED 
(PERCENT) FREQUENCY 
(PERCENT) 
0.0 0.0 
IG 17.6 
ta) SW) 64.6 
35.4 100.0 
MISSING 100.0 
100.0 100.0 
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POLUSTe 151 


pied scon ss. v.07 1 


BLRONGLY DISAGREES 


DISAGREE 


AGREE 


STRONGLY AGREE 


UNCERTAIN 


TOTAL 
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equently comes in late, 4% 


find out why. 


EU 0 0.0 
20 0 0.0 
4.0 13h 78.6 
Syl) 5 214 
3.0 0 mond 

14 100.0 


the first thing th 


MISSING 


100.0 
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ATTITUDE QUESTIONNAIRE 


A PRELIMINARY COMPARATIVE VALIDATION ANALYSIS 


OF SCALE B PRE-TEST WITH SCALE A POST TEST 





ATTITUDE SCALE B WAS ADMINISTERED TO A GROUP OF SIXTEEN 
FIRST-LINE SUPERVISORS PRIOR TO TRAINING AND ATTITUDE 
SCALE A WAS ADMINISTERED IMMEDIATELY FOLLOWING TRAINING 


TO A DIFFERENT GROUP OF FIFTEEN FIRST-LINE SUPERVISORS. 
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1B PRE-TEST 


Tt makes a lot of difference to the average worker how his Supervisor treats 























him. 
VALUE LABEL SCORE ABSOLUTE RELATIVE ADJUSTED CUMULATIVE 
FREQUENCY PALOUENG Y FREQUENCY ADJUSTED 
(PERCENT) (PERCENT) FREQUENCY 
STRONGLY DISAGREE EO 0 0.0 0.0 0.0 
DISAGREE 2.0 0 0.0 0.0 0.0 
AGREE 4.0 2 1225 Des E25 
STRONGLY AGREE 550, 14 SID C/ 35 100.0 
UNCERTAIN a0 -Osee 0.0 MISSING 100.0 
TOTAL 16 100.0 100.0 100.0 
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1A POST TEST 


A Supervisor is responsible for trying to see that his workers enjoy their work. 








STRONGLY DISAGREE 1.0 0 0.0 oe 0.0 
DISAGREE 2.0 0 0.0 0.0 0.0 
AGREE 4.0 10 66.7. 66.7 66.7 
STRONGLY AGREE 5.0 5 3353 3353 100.0 
UNCERTAIN : 3.0 0 0.0  - MISSING 100.0 





TOTAL 5 100.0 100.0 100.0 
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2 B  PRE-TEST 


"t wt He EA Na Sales . ; “ ° 
me ood. supervisor will not CONTeSs COMMIS Workers that he made a mistake. 





oe 





VALUE LABEL SCORE ABSOLUTE RELATIVE ADJUSTED CUMULATIVE 
FREQUENCY FREQUENCY FREQUENCY ADJUSTED 
(PERCENT) (PERCENT) FREQUENCY 
wn oo ae __C PERCENT) | 
STRONGLY DISAGREE 1,0 1 6.3 Cen Oa! 
DISAGREE 940 13 ci 81.2 87.5 
AGREE 4.0  ®) 1035 12.5 -100.0 
STRONGLY AGREE 5.0 0 0.0 - 0.0 100.0 
UNCERTAIN 3.0 0 0.0 MISSING 100.0 
TOTAL 16 100.0 100.0 100.0 
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Jy hs POSIs TEST 


Supervisors, since they cannot alter the higher policies of the firm,.canj doe 


little to improve morale in their own departments. 





STRONGLY DISAGREE 1.0 3 20.0 20.0 2.0 
DISAGREE 2.0 12 80.0 80.0 100.0 
AGREE 4.0 0 0.0 0.0 100.0 
STRONGLY AGREE 5.0 0 0.0 0.0 100.0 
UNCERTAIN | 30” Ly 020 MISSING 100.0 


TOTAL 15 100.0 100.0 100.0 
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mob PRE-TEST 





Most young workers of today have had too soft an upbringing. 


























VALUE LABEL SCORE ABSOLUTE RELATLVE ADJUSTED CUMULATIVE 
FREQUENCY FREQUENCY FREQUENCY ADJUSTED 
(PERCENT) (PERCENT) FREQUENCY 

a Rees Chet et ti WERRCEND) él 
STRONGLY DISAGREE 1.0 1 6.6 Ted ns] 
DISAGREE 250 7 46.6 53.9 61.6 
AGREE 4.0 5 33.4 38.4 100.0 
“STRONGLY AGREE 5.0 On 0.0 0:0 100.0 
UNCERTAIN 7350 we 13.4 MISSING 100.0 





“TOTAL 15 100.0 100.0 100.0 
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pete Osea. L 


If Management asks a Supervisor to make a change affecting some of his workers, 


it is a sien of weakness for him to discuss it with the workers first. 
en 


STRONGLY DISAGREE 1.0 4 2Gn ih 28.6 28.6 
DISAGREE | 2.0 7 46.6 50.0 _ Wse6s 
AGREE 4.0 3 20.0 ya Wy 100.0 
STRONGLY AGREE 5.0 0 0.0 0.0 100.0 
UNCERTAIN rik oak Tlgatian 100.0 


TOTAL ils) 100.0 100.0 100.0 
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4 B PRE-TEST 


Sarcasm may be a very good way of dealing with young workers who disobey rules, 




















VALUE LABEL SCORE ABSOLUTE RELATE VE ADJUSTED CUMULATIVE 
7 FREQUENCY FREQUENCY FREQUENCY ADJUSTED 
| (PERCENT) (PERCENT) FREQUENCY 


Ta a ae aA a a ae 





STRONGLY DISACREE 1.0 7 43.7 46.6 46.6 
DISAGREE 2.0 8 50.0 530 100.0 
AGREE A 0 0.0 0.0 ~ 100.0 
STRONGLY AGREE 5.0 0 0.6 0.0: 100.0 
UNCERTAIN 3.0 ou 6.3 MISSING 100.0 
TOTAL ie 100.0 100.0 | 100.0 


-—---- + ee ee ee 


“oe POST TEST 


A ''good" way of handling a dissatisfied worker is to report him to the Management 
anaes lets them deal with him. 


STRONGLY DISAGREE 1.0 6 40.0 40.0 40.0 
DISAGREE 2.0 9 60.0 60.0 100.0 
AGREE 4.0 0 0.0 0.0 100.0 
| STRONGLY AGREE 5.0 0 0.0 0.0 100.0 
UNCERTAIN 3.0 0 0.0 MISSING 100.0 





TOTAL ; iL) 100.0 100.0 100.0 
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5 B PRE-TEST 


The ''best'' Supervisor is often the most unpopular. 














Stee 


VALUE LABEL SCORE ABSOLUTE RELATIVE ADJUSTED CUMULATLVE 
| FREQUENCY FREQUENCY FREQUENCY ADJUSTED 
(PERCENT) (PERCENT) FREQUENCY 

(PERCENT) 





STRONGLY DISAGREE 1.0 A 25.0 Bi 28.6 


— 


"DISAGREE 2.0 9 56.3 64.3 92.9 
AGREE | 4.0 “a a8 peak 100.0 
STRONGLY AGREE 5.0 0 ) 0.0 0.0 100.0 
UNCERTAIN 3.0 2 Tile MISSING 100.0 
TOTAL | 16 100.0 100.0 100.0 





eee eee 


Sere Oo le lio L 


A reprimand is more effective when given in front of others. 


STRONGLY DISAGREE Ved) Ue 13.4 13¢4 Ae 
DISAGREE 2.0 noe 26.6 26.6° 100.0 
AGREE | 4.0 0 0.0 0.0 100.0 
STRONGLY AGREE 72.0) 0 ROO 0.0 100.0 
UNCERTAIN Se) 0, 0.0 MISSING 100.0 


TOTAL s) 100.0 100.0 100.0 
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6-B-PRE-TEST 


A Supervisor should be able to handle his workers in such a way that he need - 


not have the power of dismissing them. 





VALUE LABEL 


— 


STRONGLY DISAGREE - 





DISAGREE 
AGREE 

STRONGLY AGREE 
UNCERTAIN 


TOTAL 


— 


~~ eS 


6 & POST TEST 


SCORE 


ABSOLUTE 
FREQUENCY 


RELATIVE 
FREQUENCY 
(PERCENT) 





0.0 
oae3 
D362 


13.4 


MISSING 


100.0 


ADJUSTED 
FREQUENCY 
(PERCENT) 


CUMULATIVE 
ADJUSTED 

FREQUENCY 

(PERCENT) 


0.0 
S350 
86.6 

100.0 
100.0 


100.0 


$$ 


There are times when a Supervisor should not give all his workers the same 


treatment. 


STRONGLY DISAGREE 
DISAGREE 

AGREE 

STRONGLY AGREE 
UNCERTAIN 


TOTAL 





Let) 


200 


4.0 


520 


3-0 


12 


lo 


0.0 
13.4 
80.0 

6.6 

MISSING 


100.0 


0.0 
Ree 
93.34 

100.0 
100.0 


100.0 
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pa? 6b IPRE-TEST 


Most workers are secretly quite pleased when the Supervisor slips away. 


STRONGLY DISAGREE u0 


DISAGREE ZO 
AGREE 4.0 

STRONGLY AGREE 5.0 
UNCERTAIN SY, 
TOTAL 








Y 7A TeOST VEEST 


The Supervisor should try not to spend much time dealing with his workers’ 


personal problems. 


STRONGLY DISAGREE LO 


DISAGREE 200 
AGREE 4.0 
STRONGLY AGREE ra) 
UNCERTAIN: . STaW 


TOTAL 


4 


ABSOLUTE 
FREQUENCY 


wl 


RELATIVE 
FREQUENCY 
(PERCENT) 





78.6 





100.0 





ADJUSTED 
FREQUENCY 
(PERCENT) 


MISSING 


100.0 


0.0 
MISSING 


100.0 


CUMULATIVE 
ADJUSTED 

PREQUENCY 

(PERCENT) 
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VALUE LABEL SCORE 
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8 B PRE- TEST 


The Supervisor should take the view that Management is always right. 





VALUE LABEL SCORE ABSOLUTE RELATLVE ADJUSTED CUMULATIVE 
FREQUENCY FREQUENCY FREQUENCY ADJUSTED 
(PERCENT) (PERCENT) FREQUENCY 

Mar ee Pe (PERCENT) 
STRONGLY DISAGREE 10 1 6n3 6.3 eS 
DISAGREE 2e0 12 75.0 75.0 B83 
AGREE . 4.0 3 1307 18.7 100.0 
STRONGLY AGREE 0 0 0.0 0.0 —, T0080 
UNCERTAIN 3.0 0 0.0 MISSING 100.0 
TOTAL . 16 100.0 100.0 100.0 
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Gee LOSE TEST 


It does not matter much what the workers are thinking, provided they are getting 


out production fAiGliyawe ll. 


STRONGLY DISAGREE 0 2 iN}5) 1373 1333 
DISAGREE ~ 286 12 80.0 80.0 93.3 
AGREE | 4.0 0 Ne) Oe 93.3 
STRONGLY AGREE 5.0 1 OAT Gn/ 100.0 
ERCEREAT 3.0 ; nO) O20 MISSING 100.0 





TOTAL AL) 100.0 100.0 100.0 
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9 B PRE-TEST 


ee —. SSeS 


There is no harm in a Supervisor HAVING one of his workers as a close friend. 


eee ee eerie a a nee ee ————— 


VALUE LABEL SCORE, ABSOLUTE Ke Vive ADJUSTED 


FREQUENCY FREQUENCY FREQUENCY 
(PERCENT) (PERCENT) 


———— Ce Ree TB open cate 


STRONGLY DISAGREE 1.0 1 6.6 8.3 
DISAGREE 2.0 as 46.7 58.4 
AGREE hes OF. 4 26.7 33.3 
STRONGLY AGRE 5.0 0 0.0 0:0 
UNCERTAIN 3.0 a 2020 MISSING 
TOTAL | 15 100.0 100.0 





CUMULATIVE 
ADJUSTED 
FREQUENCY 
(PERCENT) 
B53 
66.7 
100.0 
100.0 
100.0 


100.0 
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9 A POST TEST 


I" tg “yi i ai aking mistakes. 
The "good" Supervisor is not afraid of maki 





STRONGLY DISAGREE 0 0 0.0 0.0 
DISAGREE ey, | 2 ish lio 
AGREE 4.0 if 73.4 78.6 
STRONGLY AGREE ore) ad 6.6 7.2 
UNCERTAIN eee ly 6.6 MISSING 
TOTAL 15 100.0 100.0 
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10 B PRE-TEST Loe 


The Supervisor should always try to make clear to his workers what the Management 


























intends. 
VALUE LABEL SCORE ABSOLUTE RELATIVE ADJUSTED CUMULATIVE 
FREQUENCY FREQUENCY FREQUENCY ADJUSTED 
(PERCENT) (PERCENT) PREQUEXCY 
= rn a nl Ce SELES ee 
S'TRONCLY DISAGREE 1.0 0 0.0 0.0 0.0 
DISAGREE 2.0 2 11.8 11.8 11.8 
ACREE 4.0 8 LPO 47.0 58.8 
STRONGLY ACRE 550 7 he? ep) 100.0 
UNCERTAIN 3.0 =O 0.0 MISSING 100.0 
TOTAL : 17 100.0 100.0 100.0 


i in ee 8 ee ee. eee 


TOA OS TEST 


The more the Supervisor takes the Shop Steward into his confidence,—the better: 


STRONGLY DISAGREE 1.0 0 | 0.0 0.0 0.0 
DISAGREE 230 7 43.8 63.6 . 63.6 
AGREE 4.0 2 18.8 ais 90.8 
STRONGLY AGREE 720 1 6.3 952 100.0 
UNCERTAIN . 3.0 = Ble) MISSING 100.0 


TOTAL 16 100.0 100.0 100.0 
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11 B PRE-TEST 


A_good Supervisor will not allow the GSA Representative to participate in any 
way in the running of the group. a 

















VALUE LABEL SCORE ABSCLUTE RELATIVE ADJUSTED CUMULATIVE 

FREQUENCY FREQUENCY FREQUENCY  ADGUSTED 

(PERCENT) (PERCENT) FREQUENCY 

a PARE as sith, Scticatn wks hisce okt. (PERCENT) 
STRONGLY DISAGREE 1.0 1 B58 71 74 
DISAGREE 2.0 9 Bots 6483 Tie h 
ACREE 4.0 4 25.0 28.6 100.0 
STRONGLY AGREE 5n0 0 0.0 0.0 100.0 
UNCERTAIN 3.0 2, 1peh MISSING 100.0 
TOTAL 16 100.0 100.0 100.0 


ee ee SE ee ee eee eee eee eee 


1k i Sey Mosk 


A_ good way of dealing with slackers is to transfer them to jobs they do not like. 


STRONGLY DISAGREE 1.0 5 33.4 33.4 33.4 
DISAGREE 2.0 oo 53.4 53.4 86.8 
AGREE | 4.0 1 6.6 6.6 93.4 
STRONGLY AGREE - SrA0 1 6.6 6.6 | 100.0 
UNCERTAIN 380 ORE 0.0 MISSING 100.0 





TOTAL 15 100.0 100.0 100.0 
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12B _PRE-TEST 


A Supervisor should never make an exception. 




















VALUE LABEL SGORE ABSOLUTE REA Tay ADJUSTED CUMULATIVE 
FREQUENCY FREQUENCY FREQUENCY AD JUS'TED 
(PERCENA) (PERCENT) FREQUENCY 





el ee a ee eae 
STRONGLY DISAGREZ 1.0 cae 20.0 20.0 20.0 
DISAGREE 2.0 ll 73.3 7323 93.3 
AGRRE 4.0 1 6.7 6.7 100.0 
STRONGLY AGREE. 5.0 0 0.0 6.0, = 100.0 
UNCERTAIN 3.0 0 0.0 MISSING mLCORO 


TOTAL . 15 100.0 100.0 100.0 
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12_A POST TEST 


If a Supervisor loses the power to award increases in pay, he loses the only 


incentive at his disposal. 





STRONGLY DISAGREE 1.0 ie . 26.6 26.6 26.6 
DISAGREE 2.0 10 OO c/a 66.7 93.53 
AGREE 4.0 0 0.0 0.0 O33 
STRONGLY AGREE 5.0 l 6.7 6.7 100.0 
UNCERTAIN 3.0 ac. 0.0 MISSING 100.0 
TOTAL NS 100.0 100.0 100.0 
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13, B. PRE-LEST 


yg 
ae 


sy) 


a worker comes to the Supervisor angry about something the Supervisor should | 


listen sympathetically to all his troubles, even if he thinks they are stupid. 














VALUE LABEL SCORE ABSOLUTE RELATIVE 
FREQUENCY FREQUENCY 
(PERCENT) 
STRONGLY DISAGREE 1.0 OO 0.0. 
DISAGREE 2.0 1 6.3 
AGREE | 4.0 10 62.5 
STRONGLY AGREE 5.0 5. 31.2 
UNCERTAIN 3.0 9 0.0 
TOTAL | 16 100.0 


Ise Pecos t eLEST 





Ll£:an-offence has been committed and the Supervisor cannot find out who 


it, it would be wrong to punish the whole department. 





STRONGLY DISAGREE 1.0 0 . 0.0 
ene 2.0 oO. 0.0 
AGREE 4.0 7 46.6 
STRONGLY AGREE 5.0 6 40.0 
UNCERTAIN 3.0 Le 13.4 
TOTAL 15 100.0 


0.0 0.0 
Of0 0.0 
53.8 53.8 
46.2 100.0 
MESSING 100.0 
100.0 100.0 


- + ee 


ADJUSTED CUMULATIVE 
FREQUENCY ADJUSTED 
(PERCENT) | FREQUENCY 
__(PERCENT) 
0.0 0.0 
6 es 3 6 e 3 
6279 68.8 
Ole2 100.0 
MISSING 100.0 
100.0 100.0 


has done 
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14 B PRE-TEST 


Motta uscuss this sort of thing with workers. 





we oe 
—_—-- pm a rr 


“VALUE LABEL SCORE ABSOLUTE RELATIVE ADJUSTED CUMULATIVE 
FREQUENCY FREQUENCY FREQUENCY ADJUSTED 
(PERCENT) (PERCENT) FREQUENCY 

















pee oe sprouts bomeepee tir ee we SEE AG ENE) it 
STRONGLY DISAGREE 1.0 2 1285 1 i 8, 123 
DISAGREE 220 ia 68.8 132 86.6 
AGREE : 4.0. 2 1239 St 100.0 
STRONGLY AGREE » St 0 O20 0.0 100.0 
UNCERTAIN 3.0 al ORG MISSING 100.0 
TOTAL 16 100.0 100.0 100.0 
Warmers Sa 
Most workers only come eee what—they- can-out of Lt. 

STRONGLY DISAGREE 1.0 Jay Ike 13.3 3 
DISAGREE 20 6 40.0 ‘40.0 53.3 
AGREE | 4.0 | 7 | 46.7 46.7 100.0 
STRONGLY AGREE 5.0 0 dxdt) 0b 100.0 
UNCERTAIN Shoal we) | 0.0 MISSING 100.0 





TOTAL ik) 100.0 100.0 LOORIO 
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15 B PRE-TEST 


One will never really get good discipline again until there is a gueque outside 


the gate. | 

















VALUE LABEL SCORE ABSOLUTE RELAT OVE EUS USTED CUMULATIVE 
FREQUENCY FREQUENCY FREQUENCY 2DIUSTED 
(PERCENT) (PERCENT) FREQUENCY 
enn nT el arrose os ks Ae eee ee eee re EBC ENE) 
STRONGLY DISAGREE 1.0 7 yore 46.6 46.6 
DISAGREE 200) 7 4a3.7 46.6 Se 
AGREE | 4.0 i Ope) . ge 100.0 
STRONGLY AGREE 5.0 0 : 0.0 0.0 100.0 
UNCERTAIN 3730) ml! Gir MISSING 100.0 
TOTAL 16 100.0 100.0 100.0 
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15 A POST TEST 


If one worker complains about another, che Supervisor shouldsreluse) tomlis tens 


STRONGLY DISAGREE 1.0 oe 20.0 Zee DiLih 
DISAGREE | 2.0 10 66.8 Tee 92.9 
~ AGREE 4.0 1 6.6 shel 100.0 
STRONGLY AGREE Si, 0 mo. 0.0 100.0 
UNCERTAIN on al 6.6 MISSING 100.0 





TOTAL 15 100.0 100.0 100.0 





16 B PRE-TEST 


e : Sie WAAR a : : . + ° 
if one his workers frequently comes in late, the first thing the Supervisor 


should do is to find out why. 


VALUE LABEL SCORE 


FREQUENCY 





_ ABSOLUTE 
STRONGLY DISAGREE 0 0 
DISAGREE 2.0 iL 
AGREE 4.0 10 
STRONGLY AGREE al) 5 
UNCERTAIN Sa) i) 
TOTAL 16 





ORAS EOSL LEST 


The Supervisor should not give orders so much as try to explain the reason why 


this or that action has to be taken. 


STRONGLY DISAGREE 1.0 


DISAGREE 220 
AGREE | 4.0 
STRONGLY AGREE 5.0 
UNCERTAIN | 3.0 
TOTAL 











RELATIVE ADJUSTED 
FREQUENCY FREQUENCY ADJUSTED 
(PERCENT) (PERCENT) FREQUENCY 
(PERCENT) 
0.0 0.0 0.0 
‘O23 Gu ees} 
62.5 62.5 68.8 
Slee SH 100.0 
0.0 MISSING 100.0 
100.0 100.0 100.0 


A 





0.0 0.0 0.0 
40.0 42.9 42.9 
46.8 5050 92.9 

6.6 yrol 100.0 

6.6 MISSING 100.0 

100.0 100.0 ~100.0 


CUMULATIVE 
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SLTUATIONAL SURRY BY, 


(Discipline Questionnaire) 


A Preliminary Validation Analysis 


Pre and Post 


— 








The Discipline Questionnaire was administered to a group of 
twenty-five supervisors prior to training and twenty-five different 
supervisors immediately following training. The responses were 
combined and scored to determine a spread of values, i.e. (The 
frequency distribution from very low consideration to very high 
consideration was analyzed for clustering of responses). Since the 
distribution from "very low'! to ''very high'' was normal, the items 


were retained as part of the Supervisory Situational Survey. 
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TABLE §-1 
SUPERVISORS RESPONSES ON ITEM 1: WHICH STATES: 


Poe COMERNMENTLINTRODUCES A NEW AREGUULA] 
MON = nih eRe s MONTHS YOUFIND=THAT MOST 
OF YOUR STAFF ee DISK ECAR DINGILL 

WHAT DO YOU DO?~ 











—_-———- 


Value Label Score Absolute Relative Adjusted Cumulative 
Frequency Frequency Frequency Adjusted 
(Percent) (Percent) Frequency 
(Percent) 
Not Determined hee) 5 10.0 10.4 10.4 
Very Low Consideration ind 9 18.0 sks ¢ ZOR1 
Low Consideration 2.0 a 18.0 ee bet 47.8 
High Consideration 4.0 14 Zon AS al, 1450 
Very High Consideration sult, 11 MALO Zoe 100.0 
Neutral Consideration 5.0 2 4.0 Missing 100.0 
TOTAL 50 LOG aU 100. 0 100.0 
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TABLE §-2 


Dur oR VISORS. RESPONSES ON ITEM 2°) WHICH STATES: 


a ee 


OESSOME OF YOUR STAFF. WHAT DO YOU DO? 





NS 








Value Label TCOLe Absolute Relative Adjusted Cumulative 
Frequency Frequency Frequency Adjusted 
(Percent) (Percent) Frequency 
(Percent) 
Not Determined 0.0 0 0.0 0.0 0.0 
Very Low Consideration Le 3) 62.0 6.0 6.0 
Low Consideration 200 18 3.0; 0, 3.6.0 42.0 
High Consideration 4.0 23 46.0 46.0 88.0 
Very High Consideration 5.0 6 12.0 12.0 100.0 
Neutral Consideration cae) 0 0.0 0.0 100.0 
TOTAL 50 100.0 100.0 100. 0 
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TABLE S-3 


SUPERVISORS' RESPONSES ON ITEM 3: 


TWO OF YOUR STAFF HAVE HAD AN ARGUMENT 
DURINGSLUNCHSTIME COUN EE D BOT ORIUHEM 





WICH Ss DALES: 


TO WORK TOGETHER TO GET AN IMPORTANT 


Pin CE On WORK OUT THIS AR TERNOON: 





— $e 


Value Label 


Not Determined 

Very Low Consideration 
Low Consideration 

High Consideration 

Very High Consideration 


Neutral Consideration 


OAL 





Score Absolute 
Frequency frequency, 





(Percent) (Percent) 
1 (ae Bo 
12 24, 24, 
15 BIOs 30. 
17 34. 34. 
5 LOs 10. 
0 0. 0. 
50 TOOr 100. 


Relative 


Adjusted 
Frequency 
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Cumulative 
Adjusted 
Vregquency, 
(Percent) 


100.0 


100.0 


100.0 
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TABLE S-4 


SUPERVISORS' RESPONSES ON ITEM 4: WHICH STATES: 


ONE OF YOUR LONG-SERVICE EMPLOYEES 
WHO IS A GOOD WORKER APPEARS TO BE 


Wino UNG yin i) Wiel 10) YOULDOF 








Value Label 


Not Determined 

Very Low Consideration 
Low Consideration 

High Consideration 

Very High Consideration 


Neutral Consideration 


OAL 


Score 








Absolute Relative Adjusted 
Exequency Mrequency Mrequency 
(Percent) (Percent) 





5 10.0 Pi 
3 OaU Oe 7 
7 14.0 150 
15 30.0 53n0 
NS S000 Chea) 
2 10.0 Missing 
50 100. 0 100. 0 
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Cumulative 
Adjusted 
Frequency 
(Percent) 


Lilge) 
Lies 
33.4 
bowl 
100.0 


100.0 


100.0 
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LABLE S-5 


SUPERVISORS' RESPONSES ON ITEM 5: WHICH STATES 
ONE OF YOUR EMPLOYEES INSISTS IN DO- 
ING A JOB IN HIS OWN WAY, EVEN THOUGH 
YOU HAVE TOLD HER THE PREFERRED WAY. 
WHAT WOULD YOU DO? 

















nn = i 

















Value Label Score Absolute Relative Adjusted Cumulative 
Frequency Frequency Frequency Adjusted 
(Percent) (Percent) Frequency 
(Percent) 
Not Determined Haw s 6.0 6.0 Dae 
Very Low Consideration ¥..0 e 10.0 10.0 16.0 
Low Consideration 20 13 26.0 ZiGI.0 42.0 
High Consideration 4.0 14 28.0 2:3%.0 70.0 
Very High Consideration sai!) 15 3075.0 30.0 100.0 
: 100.0 
Neutral Consideration cae 0 0.0 0.0 
TOTAL 50 100.0 100. 0 100.0 





TABLE S-6 


SUPERVISORS" RESPONSES. ON- ITEM. 6:-WHICH-STAT ES: 


ONE OF YOUR MOST CONSCIENTIOUS EMPLOYEES 


RETURNS FROM LUNCH AN HOUR LATE. 
WHAE-DOsYOU-DO-2 











Value Label Score Absolute Relative Adjusted Cumulative 
| Frequency Frequency Frequency Adjusted 
| (Percent) (Percent) Frequency 
; (Percent) 
ee 

Not Determined O.0 2 4.0 AZ, 4.2 
| 
Very Low Consideration he 8) 3 6.0 58 LOsg 
Low Consideration Aw 13 2.620 Lin 6iis'2) 
High Consideration 4.0 Zo 46.0 48.0 85.5 
Very High Consideration ae ie) 7 140 [4.3 100.0 
Mitral Consideration = 3.0 2 4.0 Missing 100. 0 

moO iA 50 100.0 100.0 100.0 
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TABLE S-7 


SUPERVISORS' RESPONSES ON ITEM 7: WHICH STATES: 
YOUR STENO ASKS FOR THE AFTERNOON OFF 
BECAUSE HER MOTHER HAS JUST GONE INTO 
MOGPINAILS f.OULTELLAHERKYOURCAN'T AFFORD 
TOUT HER OFF, BUT SHE IS ABSENT ANYWAY. 
WHAT DO YOU DO? 





—— 











Value Label Scone Absolute Relative Adjusted Cumulative 
Frequency Frequency Frequency Adjusted 
(Percent) (Percent) Frequency 
(Percent) 
Not Determined 0.0 a 14.0 14.6 14.6 
Very Low Consideration 10 5 LOmO 10.4 2500 
Low Consideration 2.0 14 ZOn0 Bone 54.2 
sl 
High Consideration 4.0 i 2230 Td) cet 
100.0 
Very High Consideration 50 1k 2200 LOe9 
issi 100.0 
Neutral Consideration OO 2 4.0 Missing 
50 100. 0 100. 0 100.0 
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TABLE S-8 


SUPER VISORS' RESPONSES ON ITEM 8: WHICH STATES: 
ONE OF YOUR STAFF HAS A SUSPICIOUS PATTERN 
OPRSONE DAN CASUAL SICK LEAVE ABSENCES BE- 
MORK ORSAR TER LONG WEEKENDS, 

Witt DOs YOUEDO 2 
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Value Label Deore Absolute Relative Adjusted Cumulative 
Frequency Frequency Frequency Adjusted 
(Percent) (Percent) Prequency 
(Percent) 
Not Determined 0.0 3 6.0 es) Ss) 
Very Low Consideration 10 6 i220 130 19> 
Low Consideration ea0 14 R50) 3055 5020 
High Consideration 4.0 19 30..0 Zh ec) RTS) | 
O00 
Very High Consideration os @) 4 8.0 8.7 10 
issi 100.0 
Neutral Consideration - 3.0 4 8.0 Missing 
eo Ta 50 pal OOn 100.0 100.0 
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LEADERSHIP OPINION QUESTIONNAIRE 


Value Label Score Absolute Relative Adjusted 
Frequency, | ba equency Frequency 

(Percent) (Percent) 

1. Are you aware of lateness and absenteeism? 

Low C. 0 NS) 10.4 poa0 

BichsG. 3. 0 it hey pe 9 

Neutral C. Papal) Aves) Missing 

Total (ag 100.0 100. 0 
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Cumulative 
Adjusted 
Hrequcacy 
(Percent) 





2. Are you always willing to explain the reasons for your decisions ? 


Low C. 10 1 etl 4.4 
High G. Eyi! 22 31.5 9536 
Neutral C. Za0 4 14.8 Missing 
Total (Atl 100.0 100. 0 


ee os ee ee ee 


3. Are you annoyed if subordinates consult you about their plans? 


Low C. er 0 0.0 0.0 
High C. 33.0 26 DG 100. 0 
Neutral C. Z.0 1 hy Missing 
Total at 100.0 100.0 





4. Can subordinates get along without direction from you? 


Bow. G. E06 2 7.4 ere, 3} 

High C. 320 4 14.8 GO 

Neutral C. ZU) 1 Th fore Missing 
e-Lotal ot 100.0 TOOrO 





4.4 
100.0 
100.0 





100.0 
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Value Label Score Absolute Relative Adjusted Cumulative 
Frequency Frequency Frequency Adjusted 

(Percent) (Percent) Frequency 
(Percent) 





5. Do employees work best when you drive for results? 





Low C. 1.0 7 Zon 0 41.1 41.1 
High C. $510) 10 Sina ores o) 100.0 
Neutral C. Fics) ACs Sul oect Missing 100.0 
Total vol E00 .<0 100.0 100.0 


ea 








6. Does disagreement between subordinates upset you? 


Low Gy 1.0 10 eWay) 52.6 52.6 
High C. ane 9 29-0 A7.4 100.0 
Neutral C. (eA 12 eke, Missing 100.0 
Total 31 100.0 100.0 100.0 


oe a ca a ee 


7. Does discipline mean punishing rulebreakers? 


Low C. a) 4 15.4 Zeal) 25.0 
High GC. 3, 0 Zz IMS 2 150 100.0 
Neutral C. Zo 38.4 Missing LO0S0 
Total 26 10020 1:0:0..0 100.0 


a 


8. Does involving yourself in employee probems mean your prying? 


Low C. 158) ] yt 4.2 4.2 
High GC. : 3 Ogre (3) 85.2 Te 100270 
Neutral C. raga 2 Lied Missing 100.0 
Total fei} 100.0 100. 0 LOO. 0 
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Value Label Score Absolute Relative Adjusted Cumulative 
Frequency Frequency Frequency Adjusted 

(Percent) (Percent) Frequency 

(Percent) _ 


9. Does objective data provide better control than personal supervision? 





Low C. 10 2 124 LOz67 16.7 
High ,C. 5, 10 Slat (syo) se) 100.0 
Neutral C. ZU Dos Om Missing 100.0 
Total aaa 100.0 100. 0 100.0 











10. Does sounding off now and then keep people on their toes? 





Low C. lee 5 1345 3339 33 aS 
High C. 510 10 Sih al Obs 100.0 
Neutral C. 2.0 2 44.4 Missing 100.0 
Total Ze 100.0 100.0 100.0 


1 26 SS ee SS 





11. Do you allow your subordinates to participate in decision making, but 
reserve the right to make the final decision? 


Low C. 1.0 0 0.0 OR 0.0 
High C. oh!) Oe: y) 100.0 100.0 
Neutral C. 2.0 3 hal Missing 100.0 
Total . 27 100.0 100.0 100.0 


iene Do you ask people their names before introducing yourself? 





Low C. 10 fe 7.4 eel Om! 
High C. S40 20 CAG1 90.9 100.0 
Neutral C. Zia) 5 ee Missing 100.0 
Total 2a 100.0 100.0 100.0 
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Value Label score Absolute Relative Adjusted Cumulative 
Frequency Frequency Frequency Adjusted 
(Percent) (Percent) Frequency 
(Percent) 
13. Do you ask subordinates for advice about action to take? 
Low CG. 1.0 5 Tore> 385 Sy ehaa4: 
High C. 3740 8 29.6 GHEsS 100.0 
Neutral C. ZrO 14 el say) Missing 100. 0 
Total A 100. 0 100.0 100.0 
14. Do you attempt to defend your staff against Criticisms 
Low C. ane) 0 0.0 0.0 Og) 
High, G: 3.0 Ld 65.4 100.0 100. 0 
Neutral C. 25.0 9 34.6 Missing 100.0 
Total 26 100.0 100. 0 100.0 
15. Do you avoid asking questions in case employees resent it? 
Low C. 1.0 0 0.0 0.0 0.0 
High C. 35:0 0 0.0 0.0 OF 0 
Neutral C. 25.0 26 100.0 100.0 100.0 
Total 26 F000 100.0 100. 0 








Zo. 





Se ce i a a 


16. Do you avoid helping employees in per sonal affairs? 





Low C. 10 Seen lig th 13256 
High C. B10 19 (oe: 86.4 
Neutral C. Ze 8) Ke) Missing 
Total 27 100.0 100.0 
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Value Label Score Absolute Relative Adjusted Cumulative 
Frequency Frequency Frequency Adjusted 

(Percent) (Percent) Frequency 
(Percent) 





17. Do you believe in promotion only in accordance with ability? 





Low C. BSAC. 13 48.1 56, 5 a8 ©) 
High C. 2.0 10 Six al 43.5 100.0 
Neutral C. 2.0 4 14.8 Missing 100.0 
Total Zi 100.0 100.0 100.0 





18. Do you believe that one of the uses of discipline is to set an example 
for other workers? 





Low C. 1.0 13 48.2 Gbe0 65.0 
leh Relay Cy 3.0 ff aoe 3550 100.0 
Neutral C. (Head) i (AS) Missing 100.0 
Total teal| 100. 0 100.0 100.0 


a ee 








19. Do you believe that training through on-the-job experience is more 
useful than theoretical education? 





Low C. V0 ® SSS 81.8 Sas 
Bien. S70 va 7.4 N35. 74 100.0 
Neutral C. ace ld) 16 SM 8 Missing 100.0 
Total ae 100.0 100.0 100.0 


Mies 4 ee eee 


20. Do you believe tha unions may try to undermine the authority of 





management? 
Low .G. 1,0 10 38.5 58.8 58.8 
High C. gt) 7 26.9 Ai eae 100.0 
Neutral C. i) 9 34.6 Missing 100.0 
otal 26 100.0 100.0 100.0 
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Value Label Score Absolute Relative Adjusted Cumulative 
Frequency Frequency Frequency Adjusted 

(Percent) (Percent) Frequency 
(Percent) 


21. Do you disapprove of unnecessary talking among your subordinates 
while they are working? 


Low C. 120 8 270 6125 Ol? 
Bien G. ou 5 Loneo oHehg 2) 100.0 
Neutral C. ZU 14 ail ass) Missing 100.0 
Total (eel 100.0 100. 0 100.0 





22. Do you enjoy giving people background information? 





Low CG. PaO 2 7.4 we Sy) 
Ee ae Ce. S70 19 70.4 KO 10050 
Neutral C. 2.0 6 22.2 Missing 100.0 
Total talk 100. 0 100. 0 100.0 





23. Do you enjoy having authority and being in command? 


Low C. 1.0 12 one. 86.4 86.4 
High C. 0) y) 11185 13.6 100.0 
Neutral C. eV 4 Pee sae Missing 100.0 
Total 26 100.0 100. 0 100.0 


ee 





24. Do you favour setting up committees to analyze problems? 


Low C. 1.0 8 29.06 Ce A lock 
High C. stall ») BMG: © S42) 100.0 
Neutral C. au0 LOL Seal Missing 100.0 
Total ad 100.0 100.0 100.0 
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Value Label Score Absolute Relative Adjusted Cumulative 
Frequency Frequency Frequency Adjusted 

(Percent) (Percent) Frequency 
(Percent) 


25. Do you feel it is not always necessary for subordinates to understand 
why they do something, as long as they do it? 


Low C. 193.0 Z 14 5 Ase 
High C. a0 ly 70.4 9095 100.0 
Neutral C. 2.0 6 Ban 2 Missing 100.0 
Total atl 10030 100.0 100.0 


26. Do you feel that all workers on the same job should receive the same pay? 





ite ee 1.0 5 ee 20. 0 20.0 
High C. 3.0 20 Tia 80. 0 100.0 
Neutral C. Z.0 eo USS Missing 100.0 
Total | Dy 100.0 100. 0 100.0 








27. Do you feel that the C.S.A. and management are working towards 
similar goals? 


Low C. nae) 5 LOe5 50.0 5OeO 
High C. 3) 5 LOteo Sia) 100.0 
Neutral C. 2000 i, 63.0 Missing 10030 
Total fads LOORO 100.0 100.0 


28. Do you feel that the goals of the C.S.A.land the Government are in 
opposition but try not to make your view obvious? 


Low C. 150 4 14.8 Ag yt) es 5) 
High C. 33,0 13 48.1 7161.5 100.0 
Neutral C. ZO 10 Siee tl Missing 100.0 
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Value Label Deore Absolute Relative Adjusted Cumulative 
Frequency Frequency Frequency Adjusted 
(Percent) (Percent) Frequency 
(Percent) ns 

29. Do you feel that time clocks reduce tardiness? 

Low C. a0 3 it 165% OS i 

High C. 30 15 one) O56) 100... 0 

Neutral C. (5M) ee eee: Missing _ 100.0 

Total rath 100.0 100. 0 100.0 

30. Do you give high priority to employee training and counselling? 

Low C. 0 0 OEr0 Ono 0.0 

High C. oh) Zs Sea 2 100.0 100.0 

Neutral CO, 20 4 14.8 Missing L002 0 

Total 27 100.0 100.0 100.0 


31. Do you keep a very close watch on 
unsatisfactory work? 





Wow. Ge he Ae) Ze 
High ©. oe) 0 
Neutral C. iad 4) 5 
Total pe 


workers who get behind or do 





100.0 
0.0 


Missing 


100.0 


eee ee ee ee —E——E————e ern 


100.0 
100. 
100.0 


© 


100.0 


32. Do you make decisions independently, but consider reasonable suggestions 


from your subordinates to improve them if you ask for them? 


Low C. Nes 8) 3 
High . 39.0 17 
Neutral C. 230 7 





Total Zt 





11.2 
6209 
Zoe? 


100.0 


1520 
85.0 


Missing 


100.0 


bey, ©) 
100.0 


100.0 


100.0 
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Value Label Scone Absolute Relative Adjusted Cumulative 
Brequency Prequency requency Adjusted 

(Percent) (Percent) Bir equency, 
_ (Percent) 











33. Do you make your subordinates work hard, but try to make sure that 
tney Usually get a fair deal from higher management ? 
Low C. hf 0 0.0 0.0 0.0 
High C. OU fae) hei 4 100.0 WerOeee) 
Neutral C. 7A) 4 14.8 Missing 100.0 
Total Atl 10070 100. 0 100.0 
34. Do you overlook violations of rules if you are sure that no one else 
knows of the violations? 
ow. C. te W) 0 0.0 0.0 0.0 
High C. 30 0 0.0 0.0 O79 
Neutral C. (zea) 2D 160.0 Missing 100.0 
Total Zz 100.0 0.0 0.90 
35. Do you prefer paperwork to handling personnel problems? 
Low C. he®) 0 0.0 0.0 0.0 
hich ©. 2. 0 23 83.2 100.0 100.0 
Neutral C. 2.0 4 14.8 Missing 100.0 
Total ca 100.0 100.0 100.0 
2 EN ee i ee ee 
36. Do you reach your decisions independently and then try to sell them 


to your subordinates? 





Low CG. ia0 10 3 liek 
High C. 5.0 2 7.4 
Weéeutral ©. neO 15 sje) 
Total ant 100.0 








3 
0 
0 


83.3 83. 
16.7 100. 
Missing 100. 
100.0 100. 
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Value Label Score Absolute Relative Adjusted Cumulative 
Frequency Frequency Frequency Adjusted 

(Percent) (Percent) Pe cqucncy, 
(Percent) 


37. Do you seek group decisions rather than decide yourself? 





low vo: aw) 7 25.2 46.6 46.6 
Pacha. 3.0 8 29.40 53.4 100.0 
Neutral iC. 2. 12 44.5 Missing 100.0 
otal 27 100.0 100.0 100.0 





38. Do you sometimes think that your own feelings and attitudes areas 
important as the job? 





Low C. 1-0 10 OH aL 45.4 45.4 
Hiton G. 5510) 1Z 44.4 54.6 100.0 
Neutral C. 2ie0 5 1iO.0¥9 Missing 100.0 _ 
Total Zt 100.0 100.0 100.0 











39. Do you try to make friends of people working for you? 





oe a Ge it 8 20% 40.0 40.0 
High C. 3.0 12 44.4 60.0 100.0 
Neutral C. Z.0 f 262.0 Missing 100. 0 
Total 7 100.0 100. 0 100.0 


ee 


40. Do you try to put your workers at ease when talking ao.them + 


Low C. PaaS) 0 0.0 0.0 0.0 
a Giete Or igi 24 crs) 100.0 100.0 
Neutral C. FAS 8) lege Missing 100.0 
Total Zul LOU SD 100.0 100.0 
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Value Label Score Absolute Relative Adjusted Cumulative 
Frequency Frequency Frequency Adjusted 

(Percent) (Percent) Frequency 
(Percent) 


41. Do you usually reach your decisions independently and then inform 
your subordinates of them? 





Low C. he) 4 14.8 Zou 2G au0 
High C. abc) 1] 40.8 73.4 100.0 
Neutral C. eal) WA 44.4 Missing -100.0 
“otal ‘ey 100.0 100.0 100.0 


42. Do you want to hear from your staff only when things go wrong? 





Gow CG. 1.0 1 See £45. 6 Sead 
[eo yudak ee 3,0 26 9653 96.3 100.0 
Neutral C. 2.0 0 ey O20 Missing _ 100. 0 
otal Zt 100.0 100. 0 POOeO 








43, If an employee's work has been continually unsatisfactory, would you 
have him transferred rather than dismiss him? 


Low C. até) 18 66.7 Ow (36) 
ELC OE. oon) 6 20.G 25.0 100.0 
Neutral C. ‘ap A) 2 leet Missing LOOS0 
Total Zt 100.0 100.0 100.0 





44, If you are reprimanded by your superiors, do you pass it on to your 


subordinates? 


Low C. LeU 4 14.8 beet ‘oa be hl 
High»G. 3,.0° i Seo eth) 100.0 
Neutral C. AAW 8 p20 Missing 100.0 
Ota L nl 100.0 100.0 100.0 
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Value Label score Absolute Relative Adjusted Cumulative 
Hecduencys smeequency | Mrequency, | Adfistea 
(Percent) (Percent) Frequency 
A ae (Percent) 
45. Is it desirable to keep a bit aloof from subordinates? 
Low C. 10 15 De.) 88.3 88.3 
High C. bi A8, Z 7.4 a a 100.0 
Neutral C. fag hd) 10 3 Ged Missing 100.0 
Total “ail 100.0 100. 0 100.0 
46. Is it desirable to maintain close supervision to keep output up? 
Low C. 1.0 9 32510 st) 18) 50.0 
High C. oral) S) Sees) 50.0 100.0 
Neutral C. rea § 2 33.4 Missing _ 100.0 
Total 20 100. 0 100.0 100.0 
47. Is it important to you to get credit for your own good ideas? 
Low C. LiZ0 13 48.1 68.4 68.4 
[bday Oe a0 6 Dec Shs ts 100.0 
Neutral C. (at) 8 22 Missing 100.0 
Total a7 100. 0 100.0 100.0 





48. Should subordinates have a say in matters concernirg their jobs? 


Brow. Gi 1.0 0 O20 
High Gy: 55.0) 20 fae 
Neutral C. Pa AW) 7 25.8 
Total 2H: 100:-0 
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Frequency Frequency Frequency 
(Percent) (Percent) 
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Cumulative 
Adjusted 
Wr equency, 
(Percent) 
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49. Should your staff set targets entirely on their own? 


Low C. ote) 16 2 ee) Poe2 
High C. 3.0 5 18.5 23.8 
Neutral C. ZnO 6 Cline Missing 
Total 27 100.0 100.0 


50. Should you be entitled to expect loyalty from subordinates? 


Gow 10 22 Slee> 8125 
EiieheG. 3e0 5 18.5 1835 
Neutral C. ARR) 0 OO Mis sing 
Total 2d, 100.0 100.0 


* 51. When an employee is unable to complete a task, do you help him 


arrive ata solution? 


Low Gs 1€-0 0 0.0 OF 0 
High GC: Shy (8) 25 9220 1000 
Neutral C. 260 2D 7.4 Missing 
total Zh 100.0 TOOR0 
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52. When possible do you form work teams out of people who are already 


good friends? 


Low: G. 1.0 el ANU TE 55.0 
High C. 380 9 3300 45.0 
Neutral C. 12 AW) 7 __ 26. 0 Missing 
otal atl 100% 0 100. 0 
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Value Label SCOTe Absolute Relative Adjusted Cumulative 
Frequency Frequency Frequency Adjusted 
(Percent) (Percent) Wreduency. 


(Percent) 


Sow nen the boss gives an unpopular order, do you think it is fair that it 
should carry the boss's name, and not your own? 





fowl. belt) ll AQ? 55.0 55.0 
jakieday (OF Se 9 3323 45.0 100.0 
Neutral C. Ze0 7 20.0 Missing 100.0 
Botal ote LOOO LOOs0 100.0 


54. When the quality of ruantities of your section's work is not satisfactory, 
do you explain to your staff that your own boss is not satisfied, and 
they must improve their work? 





Low C. 0 Ul 40.7 52.4 52.4 
BigheG. hea) 10 SHS a 47.6 100.0 
Neutral C. AAW 6 Meg td Missing -100.0 
Total Tar 1002.0 10050 100.0 








55. When you announce an unpopular decision, do you explain to your 
subordinates that your own boss has made the decision? 





Low C. 120 11 40.7 68.8 68.8 
High C. U Nskado 3 ac. 100.0 
Neutral C. Zo) mel 40.7 Missing 100.0 
Total 27 100.0 100. 0 100. 0 


56. When you'give orders, do you set a time limit for them to be carried out? 


Low C. Ae) el 40.7 OM ee hes ff 
High GC. 3) 1 ahs 355) 100.0 
Neutral C. 2a) Us moore Missing 100.0 
Total fat 100.0 100.0 100.0 


pa rd i eo EA ELD AL OO 


* Deleted from revised version of leadership questionnaire 
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